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R ' ABSTRACT :
A CASE STUDY OF ‘A CORRECTIONAL INSTITUTION FOR '

MALE JUVENILES: ADAPTATI{M, EXECUTIVE REPLACEMENT
L .. " ANU STABILITY.
 victor Lloyd Schneider

é Co-Chairmen: Edward 0. Laumann

Robert D. Vinter

This study of consecutive administrations in a correctional

i institution for male juveniles examined the way in which changes

k 'in leadership mediate an organization's adaptation to its en-

vironment. The central questiorn was whether-organizational goal

stability would prevail .in the face of external pressures and a

“o erisis which implied organizational change. We aporoached the
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© related to external factors, the environmental conditions and

r; problem by considering the implications of subsféntive goals for

the adaptive process and compared the goals specified by each ex-

ecutive, as well as thgir'external and internal strategies.

The institufion had obedienc?//conformity goals and was
stable at the time of ?he first executive's administration. Sub-
sequent to archénge in executives and the turnover of all, except
one, stéff‘membeps, the institution was re-examined. Because the
crisis which led to the repladcement-of the first executive was
externai strategies of the successor rec;ived special attention.
Observations; interviews, organizational files and documenfs,

and questlonnalres completed by staff and 1nmates provided data

~on internal aspectg of organlzatlon llfe,'whlle data on environ-

mental conditions were furnished by observations, interviews,
legislative records and a sample of relevant newspaper articles.
Internal data was obtained on staff perspectives of organiza-

tional goals, staff attitudes toward delinquents, sanctions,
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underatanding and discipline, as well as staff sub-syetem rela-
tions and organizational tension, Inmate sub-system data on at-
titudes toward the institution and staff, toward 1nmates norms~
and on inmate sub-system solidarity provided the measures of
organizational impact.

Executive goels were derived ‘from an analysis quexecutive
background, the "definition of the situatioﬁ", the "terms of
successien", and the organizational character. ZExternal strate-
gies, which described each. executive's orientapion toward the
environment in terms of four dimensions, were derived from the
executives' goals. The strategies determined the relational
techniques each executive used in his extra-organizational rela-
tions and the role performance mechanism of the institution.

. The environment was tfeated‘as organization sets in each of
four crucial areas: protecting the organizational image, obtain-
ing funds, securlng staff, and managlng the flow of inmates.
Each set was analysed in respect to size, structure’ and influ-~
ence and the 1mp110at10ns and extent of impact on the organiza-
tlon,ln each of the four areas were compared. = The executives'
relatlona} technlques and 1mp1lcat10ns for the organlzatlonal
role also were compared. .

We found the institution in the same goal range (obedience/
conformity) after a five-year period. However, variations in

the backgrounds, career orientations:and éxtra-organizational

'powers of the executives contributed to differences in adminis-

~Arative style, hoth in respect to external and internal strate-

gies, whlch had implications for the organization's envirovnmental

relatlons, ‘as well as for the organization's effect on its inmates.




Both executives attempted to restrict the observabdility of
the institution. Because of the influence of the local commsunity
and the predecessor's'relational techniques, the prédecessof waé
critized and served neither his career nor his party well. 1In

contrast, the successor retained the position, degpite a shift

‘in power within his own pariy. That shift in power made the
successor responsive td pressures for'slightly more rehabilitétive
‘goais. He reduced. the length of stay in order to accommndate to

o .éopulation pressures. The diluted thrust of the organizafion's

traditional goals in interaction with a more homoéeneoqsw more de-

prived, younger population contributed to perspectives and sub-
system relations among the residents that resembled those which

.exist in more treatment—oriehted institutions.

The study indicates the need for more reliable and precise
measures of goals and their effgcts. It also suggests that the
organization.set approaéh;tq the study of environmental relations
has'utility, but requires further empirical appiication to de—

velop more objective measures of organization set structure and

i
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influence. At the policy levei, the {mportance of allocating'
increased resources to organization-local community relatibns

seems quite-clear.
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CHAPTER I
INTRODUCTION

Thesis Problem

This is a study of an organization's adaptation to
its environment. Primarily, it is concerned with how chang~
es - in organizational leadership'mediate-the adaptive process.
It examines the implications of substantive aspects of or-
ganizational goals under successive executivés in a correc-
tional institution for male juvenlles in order to ascertain
the way in which the organizational purpose shapes 1its adap;

tation to the environment énd affects the organization's re-

.-sponses t6 environmental changes. Although it is generally

acknowledged that organizations a&épt to dynamic environ-
ﬁénts, the conditions that'limit'adaptation and foster sta-
bility have recelved 1ittle attentiop, l.e., factors that in-
fluence the rate and direction of the -adaptive process.

o ‘This has been particularly frue, 1p'the study of
correctional institutions Qhefe case studles and segmental

approaches have tended to dwell upon the "total institu-

‘tion" effects and internal aspects of organizational life.

Such perspectives typically ignore the extfa~organizational
enviroﬁment’and itg potential'range of expectations, assum-:
ihg'impefﬁeableforganization beundaries. They minimize

boundéry-spanning transaptioné and de-emphasize the gignif-

icance of executiveship,‘especlaliy in correétion;l Insti-

kﬁutions for Juveniles, where the balance between protective

1 S
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interests and treatment interests make goals and the organ-
1

izational means employed in their pursuit‘problematic.

- Empirical Orientation

The focus here 1s on the adaptation of the organiza-
tion to 1ts environment subsequent to a change in executives.
This 1is examined by .comparing external influences on the or-
ganizational mandate and resources, the organizational goals,
the executive strategies and organizational structure and
praetices during the tenures of predecessor and successor
executives} The compariSpn of two periods-in the life of
an organization characterized by dirferenées in_leadership
permits distingnishing among influences of regional trénds,
1nrluenCesﬂof organizatienal character, tne more transient
influences (which are related to particular events) and the
effects of distinctive aspects of administrative strate-
gles. A '

Such an analysis. should: 1ndicate. (1) the pattern
of environmental inrluences 1mpinging upon the organization,
(2) the pertinence of substantive goals for understanding

changes in organizations, (3) the role of the executive in

l"Eiecutiveship"‘is employed here to dencte ele-
ments of managerial or administrative roles which are sub-

.sumed under the concepts "goal specification," "internal

strategles,” and "external strategles.". Executlveship is
elaborated later in this thesis and the referents for 1ts:
element,s are indicated at that point. It is used in a man-

- ner consistent with that of Street, Vinter and Perrow.

David Skreet, Robert D. Vinter and. Charles. Perrow, Organ- -
ization for Treatment A Comparatlive Study 'of Institutlons
for Delinquents {New York: The Free Press, 1966), pp. 8-15.
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organizational adaptation, (4) the degree of stability of
substantive goals, and (5) some of the variations in the

adaptive patterns of one type of organization.

General Theoretic Peg§pective

An'adeQuate theory of organizations, or more par-
iitularly of ﬁcorrectional organizations for juveniles,"
ought tq specify the orgenizational responses to various
environmental conditions and to_changes'in environmental

conditions, 1f the theor& is to embody a dynamic réther than

~a descriptive or taxdnomic approach in aecounting for and

predicting organizational behavicr. How substantive organ-
izasional goals'ihfluence the relationship betweeﬁ the or-
gahization and its'enwironmeht is cruclal for understanding
tﬁe‘adaptive.processes of organiZations (for recognizing

the sources of pressures, demands upon 1t, and its response
to them) .
s This reseérch employs theoretical assumptions im-

plicit in an action-situation framewdrk of anaiysis.2 The ’
reciprocal relationship between macro and: micro—systema re-
quires mutual assessment of orientations and mutual diag-

noses or‘the implications of action. The- organizational

' 2T. Parsons, The Social System, (New York: The Free
Press, 1951), pp. 3-23. Also, in chronological order, )
M. .Weber, Theory of Social and Economic Organization, trans.
and eds, A, M. Henderson and T. Parsons, (rairlawn, N. H.:
Oxford University Press, 1947); T. Parsons, The Structure
of Social Action, (New York: McGraw Hill, 1937); T. Parsons
and E. Shils, "values, Motives and Systems of Action," in
Toward A General Theory of Action, eds., T. Parsons and

E. Shils (Cambridge: Harvard University Press, 1951).
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purpose which serves mécro-system functions and, also{
guldes organizational pehavior is the cnuéiél analytic vari-
able‘linking the macro-system and the organization. A strain
toward sysiem 1ntegfation is postulatéd at boﬁh macro and
micro-system levels. Literature empioying a8 dynamic per-
spective of organizational goals indicate the significance
of substantive aspects of goals and of the bases of oréan—
izational contrel for the analyéis of organizational devel-
opment, thus, of the éccommodation process;3

' Hoﬁever, despite the tendency toward system’integra-
tion; greater slippage oc¢curs Iin some parts of systems thaﬁ'
others. Selr—régulatory devices éalled into action im re-
spornse tb crises and other symptoms indicative of problems
of artliculation among sub-systems have not received enough
attention. Therefore, our Qnderstanding of: the sburces‘and
effects of variations in the rates of adaptatioﬁﬁ particu—

larly in some segments of social systems, 1s limited and

:has been virtually untouched by empirical_research.

Organiéational Development , Adaptation
and Executive Change v

Organizational development is viewed here.as an

. 3J. D. .Thompson -and W. J. McEwen, "Organizational
Goals and Environments: Goal-Setting As an Interactlon Proc-
ess," American Sociologlical Review, XXIII {February, 1958),
pp. 23=<31; C. Perrow, 'The Analysis of Goals in Complex
Organlzations;" American Sociological Revlew, XXVI (Decem-—
ber, 1961), pp. B58-86h; A. Etzioni, "Authority Structure
and Organizational Effectiveness," Administrative Sclence
Quarterly, IV (June, 1959), pp. 43-07.
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ongoing process. Existing organizational traditicns, pol-

‘1c1es, structure, and perspectives (i.e., organizational

character) tend to provide parameters for organizational be-

havior, rather than preécriptidns. Within these parameters

- the executive is free.to adapt hils external stance and his

strategy to chahging“external demands.u However, organiza-
tional'development‘also suggests a series of stages, each

with pre-eminent problems or issues with which the executive

,13 expected to cope.5 These tend to be both extra—organiza-

tional and internal. Further; both legitimacy and visibil-
ity serve to place major responsibil&tv for organizational

performance upon the shoulders of the executive and hold

“him accountable for .the organization's performance and

achievements, ’
‘The. elaboratidn of a viable‘organiZation requires

skill 1n managing internal arrangements and appropraatelj

:translating extra-organizational pressures. Such. a transla—

tion must consider 1mplications for resources and evaluative

responses,from the environment. Organizations at various

points in,their growth and development have unique requlre-

ments. The carliest requirement for survival is legitimacy.

Thé pﬁrpose and set of activities tied to the fobmation of

uStreet Vintem and Perrow, op. cit., pp. ﬂ6 h?

qurrow, og. cit., pp. 856 8‘3‘7
6

Street Vinter and Perrou, op. cit., p. 45
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" an emergihgkorganiiation must be distinct from the activ-
itlies of other organizations. Further, there needs to be .
some basis for un&ertaking?the formation of new organiza~
tion separate from existing structures and supporting the
organization's autonomy-—e.g.,ynotioss about the malleabil-
ity of youth which: 1lie behind the separation of juvenile
and adult corrections, or the separation of criminal of-
fenders from the mentally disturﬁed which derives from dif-
ferentiation on the basis of willfulness or 1ntent.7 At
other points in the development of an organization it may
be faced with a need for facllitiés, a need to achleve an
integrated internal structure, improved effectiveness or
efficiency or changing markets and’ resources.  Each of
those tasks demands a soméwhat'différeﬁt set §r skillsvand
knowledge, which are not all usually to be found in a sin-
gle executive.’ ThereforE, it is almost 1nev1table that
executive replacement be employed as & major method for re-
ducing disparity between macro-system expectatlons and or-

ganizational performance.

7Anthony Downs, Inside Bureaucracy (Boston. Little,
Brown. and Company ,. 1967), pp. 220-222.

8R1chard 0.. Carlson "Succession and Performance
Among School Superintendents," Administrative Science Quar-
terly, VI (Dec., 1962), pp. .210-227; Oscar Grusky, 'Treat-
ment Goals and Organizaticnal Bechavior: A Study of An Ex-
perimental Prison Camp,™ (unpubilshed Ph.D. dissertation,
University of Michigan, 1957); Phillip Selzniek, "Founda- -
tlons of the Theory of Organization," American Sociological
Review, XIIL (Eeb., 1948), pp. 25-35. "
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If correctional organizations for Juveniles are
viewed as 1n$titutionalized means. for meeting social system
integrative furictions, changes in the culture system (as re-
flected‘in new”knowledge, shifting values and altered so-

cial structure) imply new and different expectations of cor-

~rectional 1nst1tutions. System changes modify the criteria

for organizational performan** end operational mode of pub-
lic service organizations, such ‘as correctional institu-~

tions. Because of organizational character,9 disparity be-

tween sysﬁem expéétatioqs and organizational performancé

makes heavy demandé upon organizational leaaership and in-

ability to meet tpese demands may lead to replacement.lo
SeveralvsetsAof qonditions are observable which re-

quire executive replacement. They may be distinguished by

" the extent to which the parent.organization_exerts direct

gontrol over termination.  There 1s little control 1in the
event of an executive's death {althcugh the age of execu-
tives and plans fof‘replacement in anticipation of hié death
bear signi’icantly on the "succession crisish) Somewhat

more influence 1s exercised regarding the upwardly mobile‘

executive who takes a position in another organization. ‘In

" his case the parent organization's valuation of orgaﬁiza—

tional,performance‘and of the executive's contributioﬁ‘tend

to influénce rewards and gratifications, thus, executi&e

9Organizationa1 character refers to the "distinc-
tive competence" an organization has acquired. It 1includes
the values, commitments and obligations embodled as well as
its social composition. :
loM N. Zald, "The Correctional Institution faor Ju-'
venile Offenders: An Analysis of Organizational Character,”

- Soeial Problems, VIII (Summer, 1960), pp. 57-67. Alsc,

Selznick 'E- cit.
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by the parent-organization, whether by transfer, resignation
qr‘dischargé, it is ' clear that macro-system rezsponse to or-
ganlzational performance has occurred. 'In this study the
focus 1s upon the last of the above, the situation in which
the parént-organization‘decides on termination. . As indi-
cated by Selznick,
‘DeQélopmental chénges are most sharply reflected in ‘
personnel turnover. This does not mean Just any turn-
over, such as' routine attrition and replacement, but -
that involving a shift from one type of person to an-
other. A8 new problems emerge!'ihdividuals whose ways
of thinking and responding served the organization wel%
in an early stage may be 1ll-fitted for the new tasks.it
Impligit here; i3 the inabllity of the éxecutive to
- meet changing demands. Several patterns of executlve per-
“eormance may: contribute to this inability.. The routiniza-
tion of practices may lead to inappropriate and (for him)
unchangeable hablts® of command. His specialized skills may'
be incompatlible with the new demands, -or the rate ‘at which
he-1s.able to learn and modify his perforwance may be too
" slew for the conditions that héve developed. ~His background
and perspectives may prevent him from seeing and recogniz-
ing new and different demands, or alliénces‘and earlier

commitments ‘and obligations may 1imit him in developing.

difféfent souncegkof support that would be more appropriate

8 part'of the organlzation, his ability to view

S 11Ph1111p Selznick, Léaderéhip in Administration: A
SOCiOlOgical Interpretation (Evanston: Row, Peterson, 1957).

'turndver; On the other hand, when the executive 1s dismissed

-to emerging organizétional needs. - Because the executive 1s |
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organizational behavior objectively 1s limited. Few execu-
'tives}establish means f{or obtaininé inforna;ion on thelir
organization sufficlent to provide an independent and objec-
tive view of organizational perfornance. Further, goal def-
initions tend to speciry performance criteria thaticontribute
to construing organizations as "self-fulfilling prophecies."

. The Jjuvenile correctional institution stands in re-
ciprocal relation to 1ts environuent. It provides a_senvice.
to the region (containing, caring for and in some way modl-
fying deviants), putting the macro-system in the role of con-
sumer, and in turn it acts as a consumer of the environmen?
;dl resources that are required in pursuit of organlzatlonal
buréoses. Public institutionsidepend for legitimacy upon
legislatiue and various stendard—setting bodies interested
in child uelfare and cofrections. It depends upon its par-
ent organization for a general notion of organizational
goals and depends also on qtandard setting agencies and
markets (local communities, courts, probation and parole
officers) for{evaluauion‘of its product and operational
mode. - The region'pfovidés personnel both staff and clié
ents and the legislature provides the generalized means
_(funds) whicn, depending upon. the organizational structure
'and program for attaining its purpose, ‘determine the type

© of staff clientele and other facilities procured.

System Level. Interrelationshig;,--Each Tevel or the organiza—

tional hierarchy constitutes the immediate environment and
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sefs the conditions tc which its sub-systems respond, each
sup—system with ips own imperatives, dependfhg upon composi-
tion and‘structnre.‘ The extra~organizational environment
sets the conditions forrthe institution (mediated, trans=-
lated and defined, primarily, by the executlve and parent
org;anization).12 The executive must attend to various in—
terest groups and publics’ror which the organization's ac-

tivities and behavior have implications. External groups

. provide resources and standards among which the executive

must chocse those ‘appropriate for accomplishing the organ;

izationalppurpose as he has specified it. His specifica-

tions of purpose are contingent upon the "terms of succes-
sion" and the mission implic¢it in it.l3 He 1s accorded
ccnsiderable autonomy with his appointment, although lim-
ifeﬂ by loss of the position 1f he exceeds his authority.
The executive exercises this autonomy as he‘defines goals

and creates the organizational means for their attalnment

'by recruiting staff, soliciting funds, allocating tasks and

organizatlonal resources (including authority) through the

crganization,,andfthus, he provides the organizational

A 12The perspectives of sub=system articulation, ex-

ecutive role and executive functions employed here are based
on the work of Street, Vinter and Perrow, o ¢it., pp. U5-

49, They refined and elaborated the semlnal ideas of two
. earlier students of organizations, Chester Barnard and

Phillip Selznick.:

‘ 13"'I‘erms cf succession® :denotes the critieisms of
the predecessor that,_are expressed by the appointing author-
ity. ' It also refers to obligations: to the appointing author-=

ity that are impllcit in the appointment, e.g., commitment
. to a’'set of values, bellefs and expectations.
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c¢limate for orgéniéational~membersﬁ both staff and inmate
" sub-systems. ,

“In turn, the staff compose, mzdiate and define the en-
vironment for inmates in terms of relations to the inmates
~==-the manner in which they are disposed to them and the in-
mate relations permitted. The stafrrbecome for inmates the
source ‘of authority and other values via their implementa-~
ntion of rules: and procedubes.

Looking upward through the organization--peers and
staff comprise the most lmmediate énd pertinent environ-
ment for the linmates, particularly wheré limited outside
contact 1s provided and distance prohibits frequent'vis-
itors. For the staff, the 1solation of the 1nstitution
(residence on the premises) serves to minimize external in-
fluences,(limited to friends and relatives.in the locallty)
and the colleagues, inmates and superiors constitute the -
context for orgénizational bghavior. For the work super-

* visors and_executive core membérs, similarly, other staff,
inmates, and executive constitute the major features of the
environnenf, although prnfessional staff may‘maintain‘links
with profes;ional peer§ ourside the nrganization and profes-
sional assoclatlons.

Thévexecutive,‘however, as the supervisor of a sub-
organizatibnal progran fofithe parent ofkanizatinn, ocgnpies'
a boundary bééition}vin which the ofganization spreads'out
below: him and the parent organization and significant in—'

terest groups which he must consider and to which he relates
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are above~him.lh ‘How he vlews the superstructure and re-

lates to it are~cruc1a1 for the goals which are specified,

the sources of demands and support, and the relevance of

- external evaluative positibns, as well .as the organization-
‘al product and operational mode to which the environment
responds.

k There are three major sources of autbnomy for thg
executive in the correctional institution for male Ju-
veniles.15 First, are the vagué and general terms of the
organizational mandate, which derive from the ambiguous re-
lationship between means and ‘ends because of the lack of
consensus about appropriate models for juvenlle corrections
(absfract product'and unadéptable technoiosy).l6 The sec-
ond 1s the unusual relationships existing bétween sets . of
gignificant publics, 1.e.,Athe separation of "consumers”®
(inmates), who have li*tle 1nfluence on the services they
receive because they o not control funds, and legislators,
who dOIEF %now what their money buys because they lack
knowledge about the material processed and. the prodﬁct. A
'similar‘éituation'prevails among the courts and nome‘com—
anities servedhby institutions. ‘A wide rénge:of criteria

for incarceration#and-of program\éxpectations exist; but

uStreet Vinter and Pnrrow, op. cit., P 85,

151b14., pp. 45-16.
16James D. Thcmuson and Frpﬁpnicu L. Banes,,“Tech-

“°1°Ey, Organizahion and Administration," ASQ, II {Harch,
- 1958), pp.’ 32 ~5u3. -
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the court and community have little knowledge of theicri-

terla and expectations of other reglons.  There is also dis-

continuity amohg verious~standard~setting agencles, e.g.,
~child weirare workers, courts, ete. The ggigg is the rela-
tive freedom from survelllance because of organizationalire-
moteniess and, its total community cnaracter.

Consequently, the executive 1is relatively free to
determine the meaning that he gives to the mandate, to se-
iect the interest groups and publics to which he is ori-
ented and the‘stence'that he adopts, and to evolve his own
notion of institutional neans for attaining the goals that
‘he.has defined and specified. These three elements consti- o
‘tute the major dimensions of the executive strategy, serv-
‘ing to differentiate among executives and - the way in which
they handle their organizational role.17"‘ v
' The executive is not wholly free, however. The
quallty and quantity of resources, population pressures,
existent patterns of internal relations and prior commit—
ments  to external agencies place real limits upon achie'e-
ment, as does the elongated technical process implicit in ;

most programs.ls‘ But between autonomy and constraint is

considerable leeway, depending for expression upon executive
PePSpectives and creativity. What he does 1n and with the

‘Orsanization may -vary from passive withdrawal to aggressive

it
i

17 '
7Street Vinter and Perrow, op. cit., o) ol HS 46,

18Thompson and Eates, op. cit. . . ) ' :
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meetihg of the‘percgived opportunity and challenge. He may
- react to "imﬁlécable" forces bearing upon the institution or
engage them and select among them those requiring more or

19
less energy.

‘Variables Bearing on Executive Response

There are three sources that contributé to the man-
ner in whichythe executive will respond t6 his acceséion to
office aﬁd carry out his rbleﬁ hié character, tﬁe organiza~
tional character, and the definition of the situation at the
time of succession. His character ihdludes his pérsonaliiy,
i.e., aftitudes, predispositions, cénfidence,vwarmth, ete.,
as well as knowledge and skills stemming from brior experi-

: énces ﬁhich‘béaw on his conception of human behavior, delin-
qhency, and teéhniques for mbdifying juvénile behaQior. ' For
_that matter, whatever attributes hé‘possésses which the ap-
pointing authority‘deems important represent relgyant as-—
peécts of ‘his rolé, and in part help'definé his mission in
the institution. ' ‘

"<The organizational character,'because it derives
from the history of therréanization and‘réflects'tradi— :
tional ﬁatterns, vested interests; and prior commitments »
péses démaﬁds for the néw giecutive. They must}be leérned,r
evaluated in terms of his.mission~ané he must possess the

. necessary skill to invoke changes where required by the

&

) 258,

;QStreet, Vinter, and Perrow, op. ¢it., pp. 257-
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gdéls he defines or to integrate new operétional modes with
prior pattex*ns.20 Organizatidnal perspectiveé come within
the‘scdpe of the organizational character, for they'includé
the existen£ ways of viewing clienfs, organizational purpose
and the tasks Qithin the orgahizatioﬁ. .

‘The definition of the situation refers to the condi-

tions for the change in executives. It denotes an evalua-
‘tion of the prior executive and the organization's perform-
. ahce. It represents. the perspectives of and evaluation by the
QOminant publics which are interested in Jdvenilg correc-
tions and.the purposes of the institution. Both thé crit-
icisms to which thg Qrior'executivé was subjected apd the
attributes sought in the successor help specify the ‘pur-
pose™ in replacement and suggest the mission of the new ex-
ecqtive. It should be noted that feplacement may not nec-—
essarily imply change. It may equally well indlcate stabll-

1t¥-21

Implicit in the succession proqeés is the obliga-
tion Qf the successor to those who conferred the appointment.

This becomes a ¢onétra1nt upon the executive and may

2O"Change"""is employed here to denote either a dif-

tion of the organization's goals at a point on a goal con-

tinuum sufficiently distinct from a previous point as to -

require a changed means for-attaining that goal and measur-
able consequences, or modified organizational means .and

233§3rable:consequences,‘despite the lack of a different
oal,: : :

; 2;Re‘placement may be a response to confllct or ten-
slons that could produce undesired change, therefore the re-
placement might be expected to mediate differences, concil-
late factions and undertake whatever arrangements of inter

nal affdairs would reduce tensions and alleviate pressures
toward change. SO ,

ferent set of beliefs and values that give rise to a defini-
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threaten the security of his position, 1f he seeks support
‘On'seme issues from factions which supportfpositions anti-

thetical to the appointing authority.

Empirical Operations

Iﬁ order Fo examine the ways invwhich correctional
institﬁﬁions adapt to their environment we use "ekecctive
succession” to denote two distinct but related ideas which
are significent for the relationship of the institutioh to
its environment and the adaptatioh process. One aspect of
executive succession refers to contiguous eras in the life
hiseor& of the organization which are distinghished By
changes in executiveship. Implicit in‘the replacement proc-
ess are evaluations of the preceding executiveyaﬁd the or-
ganization for which he is held'responsible;ahd which have
led to his removal. k

Further, the succession requires the selection of
a new_executive, a replacement, and the use,of criteria in
the Selectioh'process; Gouldner describes succession in
» terms of "definition of the situation” and mission. These
~concepts provide the basis for the "special mandate" of the
ne? executive. Both Gouldner and Grusky point to problem
‘of the new executive inherent in the organizational charac-
terf?; . Grusky in@icates Fhat organizational stability,23

state of develdpmenﬁ, and existing structure are major'

22A ‘W. Gouldner, Patterns of Industrial Bureaucracy

{New York: Free Press, 1950h.)

ysGrUSKy, ops clt.”
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variabies bearing on the "degree of crisis" and'on'organiza-
tional response.zn Accqrdinély; compariéon'of external con~
ditions, executive strategles and internal states of thei
organization at diffefent periods of time’provides data for
_assessing the relatlve signifibance of aspects of the exter-
nal conditions, of individual exeéutive perspeétives and of
existant internal states‘fér the environmental adaptation
.ofvthis ﬁype of organization.

The other aspect of "executive succession™ refers
to central elements in the executive role which are useful
for specifying and analyzing "executive strategies.” The
three eruclal aspects of executive strategy inVolve (1) re—-
lating to the environment, (2) formulating organizational
goals and (3) managing the organizational thrust.

‘ ‘Becausé the transition from one administration to
another 1s accompanied by evaluations that express dis§atis-
faction with or conéern about the earller administration, 2
direction cz "mission" is implicit 1n the replacement of the
. executive by an "outsider."25 Whatever. conditlons fhe pred-
ucessor may have faced upon accession to office, being de-
posed indicatés eifber that he ‘did not effecbivelybccpe‘with

those conditiens, %4.2¢, he did not achleve hls mlssion, he

~24The institution was found to be’stable during the

earlier study.  However, it 'is possible that the institu-
tions of this type, obedience/conformity, change. at a rate
zgotslow‘to be detectable within the one year interval og
hat study. :Street, Vinter, and Perrow, op. cit., pp. 16-
22 and 257-277. . . SN T |

25Carlson, cp. cit.
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incorrectly defined his mission, or that the conditions
changed and he failed.to copeyﬂith the changed canditioné,
i.e., he was unable tb modify approprlately his mission.
‘Tnerefore, it i3 incumbent "upon a newvexecutivevpo ldentify
his predecessor's shortcomings, the conditions that led ﬁo
his dismissal, and to establish a2 mission which will avoid
the criticlsms to which the previoué executive was sub-
Jebted.

It is ﬁhe organizational purpose or goal, as a cen-
tral element in the execufive straﬁegy, whiéh denotes the
mission of 'the executive." The organizational éoal
stands between thé external stanée ofjtﬁe eiecutive and the
internal m&nagemeht 6f the organization. Implicit in the
goéls ofhthe organization are the executive's views of hu-

man nature, Juvenilé‘béhaﬁior and dellinquency, and the means

for modifying boys!' behavior--all of which condition the or-

ganizational techniques employed, 'such és the distribution

of authority, the tyﬁe of'Staff, the type of program, rules
governing internal relations, admissidns, releases, etc.
However, these are' the internal manifestations.6f~£he execu-
tive's formulation of goals. ‘What the goals are, depenh in
part*on what the former goals aﬁd operational mode were.

For implicit in the evéiuation of the previous executive'are
the stahdards or eﬁpectations of significant Interest groups
or publics, which were not satisfied and which had suffi-’
cient iﬁfiuencg to create the érisis termindting the tenure’

~of the earlier executive. The evaluation is contingent

e S, e

P T SETRL Y, A B i o an T B R A SR e



19
upon ‘the fit among the expectatlions, the executive's inter-

pretation of expectations and organizational performance. -

géals of the previous executlve and become the context for .
the "definition of the situation” 6f e new executlve, the

"springboard” ror evolving his misslon and the means by

Summary

This cﬁapter presents é statement of the problem,
the scope of -the research and the theoretical Zramework
and’ some 1np1kﬂt propo:itions. Here the empirical opera-
tidns:df'the researchvare broadly 1ndicated and an outline
of the thesis structure complete the ehapter.

The sevond chapter describes the research design
and methodology, including the operationalization of con—~
’cepts and the development of instruments emplqyed in the
research. R o e

| Chapter III provides a brief historical statpment
on the institution studied 1ndicating some of the tradi-
tions which had e\olved in the institution.

The findings of the study are presented in Chapters

3 IX V and VI. Chapter IV treats the two exeeutives:»taking

eutation to Juvenile corrections, orientation to the .extra-
Organizational environment, the strategies employed by each

in carrying 0ut hic mission in the Lnstitution and the

These elements ére‘incorporated in . the operational mode and -

which the misslon will be accomplished 1 e., his scrategy."

up: their personal backgrounds, character, career lines, ori-.
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implications of'the appointment of each for the institution
upon his accession to office.  The £ifth chapter includes

the treatment of material on the organizational environment,:

Jincluding the organizational and soclal setﬁing of the in-

stitution, the context for repiacing executives ahd a éom4
parison of the extra-organlzation relational techniques
during the tenures o{ thé tgo executives. fhé sixth chap?
ter takes up the findings on the 1nterné1 asﬁects of the_bf-

ganization under éach of the two executiveQ. Heré the 1n—

‘culeation of goals or orbanizational purpose, the alloca—

tion of tasks and authority, the pattern of sub system re- o

lationshipsyand;perspectives (botb staff and‘inmates) are
eiamine& and compared. |

The summary and cong¢lusions appear 1n Chapter V1i,
which integrabes the material of the three preceding chap-

ters and,proposes dimenoiﬂns of organi;ations which lend

themselves to understanding organizational responses under

. various conditions of mdcro—sy;tem-micro-system relattion-

e i e et
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CHAPTER II
RESEARCH DESIGN AND METHODOLOGY

The Comparative and Longitudinal
Bases of a Case Study

-This researﬁh, although focused on a singlé organ-
ization, compares organizational states at several points in

the history of the 1nst1tution.l Therefore, it gains breath

through cohtinuity with ankearlier comparative'study thét
1nclﬁded the institution.2 The previous study provides
baseliﬁe data for gsseésing organizational behavior approxi-
- mately four yeafs later as weli as criteria for evaiuating
_the potential range of organizatioﬁal responses to gbal come
mitments. Tﬁis study selectivély repligates ceriain aspects
of the earlier ore in order té maintain comparability of .
data. The range of inquiry Qas narrowedaby retaining ques-
tionnéire items which were most pertinent to the chéfaéter

gr the 1n;t1tution and which were believed to be ﬁost»

’ lAlthough studies of single organizations have lim-
ited evidential power for establishing relationships, they

1 are-adequate for disproving a relationship; also they sug-

gest hypotheses and serve reconceptualization.

O 2Street; Vinter, and Perrow; op. cit.; Robert D.
Vinter, et al., The Comparative Study of Juvenile Correc-

tional Institutions: A Research Report. -{(Ann Arbor: The
University of Michigen, School of Social Work, 1961).

21
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sensifive'to changeWA“sémé*aspeqts of the internél‘stpuc-
ture, parcicularly the client system, were om;t;ed and the
external environment was examined in greater detatl,

| In part, this institution was selected for the
study because it reﬁresents the predominant form of fuvenile
correctional practice (obedience—conformity).3 Baséd on
staff-inmate ratios, Jancwitz indicates that about half of
ali public institutions are of the custodial (obedience-

conformity) type."

The prevalence of obedience-conformity
institutions suggests that they are persistent. The Cdm—

parative Study,5 also indlcates that they are comparatively

stable.  Organizational purpose aﬁd implicit structure ap-
pear to influence the way an 1nst;tution relates aﬁd adapts
to its enviromment. Further, this institution centrasts
with the two treatment iﬁstitutions in the earlier study

that experlenced changes in executives prior to and during’

that study.6 It occuples an -extreme position at the oppo-

site end of the goals continuum ambng the institutions of

the comparative study.

3The research reported by Street, Vinter, and Perrow
employed an a priori goal continuum -for ordering institu-
€lonal types. The continuum ranged from "custody" at one
end.to "treatment" at the other. The obedience-conformity
model, while not at the extreme position, was closer to the
custody position than other models ldentified in thelr
study, op. clt., pp. 16-42.°

u . * . . *
. Morris Janowitz, "Forward," in Street, Vinter, and
Perrow, op. eit., pp. x-xi.. ' '

0p. eit., pp. 264-268.
6151(1.,’ pp. 48-53 and 63-6M.
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This institution provides an empirical example of

- a stable organization; it 1is one which snould‘be less ie;

" sponsive to external pressures and trends, It should also
be subjected to less pressure. Yet, subsequent to the earl-
ier study, 1t experienced the replacement of its'executive
and turnover of most personnel. Presumably this would con-
‘note instat! ljty and portend changen7 Therefore, 1t pro—
vides the‘kind of paradox which traditlonally has been most
fruitful for research. On one.hand the organization had
been established as stable and relatively free of internal
conflict; while, on the-other hand, there was evidence imply-
ing instability which would appear related to its external
rather than internal relationships.b This provides not onlv
the opportunity to examine the influence of the environment
on the change in executives, on the goal-setting process

and on the organizational behavior of this type of institu-

tion, but, also,.it reveals the influence of the organiza—
tion's substantive goals on the successlon process ggg se.
Permission to conducﬁ the study and’aﬂcess to the‘
'instiﬁution were obtained first through‘approval of tne par-
ent organization via an exploratory letter and a conféerence

and then by a meeting with the executive of the institu-

‘tion. The meeting with the executlive was used'to explore the

7
Gouldner, op. cit., pp. 59 101; Carlson, op._cit.,
Pp. 210- -227. | )

e e g e a3
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feasibility of the fesearch, to indicete data and procedural
reéuirements, and to’assure him of the.care'that would be
exercised with respect to information and data. Carte

blanche was tendered and the speciflc terms of the agreement

were confirmed in. a 1etter prior to undertaking the research.

Despite the letter specifying the conditions essential for
undertaking and comp;eting the study, however, the precari-
ousness of positions and the charged political ¢limate re-
quired repeated negotiationsAand clearance of matters with
the parent organization. o ‘

In ordef to provide some idea about the instite-'
tion's size and strueture under each of the executives, Fig—
ures 1 and 2 and Tables 1 and 2 aee presented ‘at this point.
They wlll provide the reader with a preliminary notion Sf A
tﬁe 1nst1£ution beiné discuseed'and wiil help him understand
the research procedures and rererences to members of the or-

ganizat:ion.8 , '

The Collection of Data

v

The collection of data moved rrom an early explora~
tOPY phase to a more formal ~and 1ntens1Ve program of inter~
views and observations both inside and outside the institu—

tion.g» Exploration included visits to the parent

8Discussion of the contents of the Pigures and Ta-
Vles is deferred untll their substance is relevant to the’
nalysis of the organization, Chapter vI. ’

9The following table provides a rough guide for the
hronology of field procedures.  In most cases some portions
3 the data were collected before or after the period
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[ Parent Organizatiorq

I E
Executive Secretary
Asst. Director
T 1 ] - [ - L
S : v Soclal - - ‘ : Y .
"Power ‘ . . Service Farm' Prlnc;pal | ‘
House : ‘Business Director = Manager® Teachers (9) Nurses
- Pumping Manager Chaplain | Farm Super-| | e :tion. @) .
. Statlon Secretary (3) visors (5) izt (4)
: 'H'bad o : Cottage Parents (12) : Detail
it e Matrons (2) Supervisors
Cooks (6) || Night Supervisors (5) ®

aDepartment heads (only departments (n which the head was interposed between personnel and
executive; however, the e*(ecutive was generally avallable to all staff and inmates) ‘

Figure 1.~-Formal organization under Jackson.
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[?arent Organization|

e T

- Executive Business Mgr.2
o Chaplainb Assistant Sec.~clerk
: : —}Director® v
Soc. _Ser. — K . .
DirectorP : *
Clerk . st
— —1 ] 1
o Principal?d Bldg, and Farm Mgr.?
.Cottage ~Grounds
Parents (6)] Teachers (9) Supervisor?d A;iSt‘ -Fa.r;n
, Vocational | i , anager
. Doral,. — s - ‘ Instruc- Craftsmen-| 1o, 0 Work
Super-~ [ Institutional Services i tors (4) -+ Detall S e‘r-'
visors (8) 1 1 ' I - Super~ visoEs @)
Relief 1 Stores. (1) Head lNurSs;s (4)] Custodian (1) visors (5) .
Cook (1) , -
Super- Laundry (1) - - Mine -
visors (6) Power Cooks (6) Operators
Matrons (2) House (4) (2)

-@Personnel reporixng directly to the executive as part of the normal procpdures
conﬂict or energencies, any staff member might go to the executive.’

the: assistant director, but who had ready access to the ex-
ecutive and who, along with the principal, assistant director, and executlve comprised the committee that

“bPersonnel who worked routinely w

, decxded promotions and releases of inmates.

Figure 2..—~Forma1'organizatlon under Smith.

In the event of
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TABLE 1 -
e INMATE STAFF RATIOS

o Predecessor Successor
_Inmate--Total Staff Radio : 3.9- 3.3

Inhate-—Cottage Parent Ration 4.7 14,2

Inmate--Teacher Ratio (exclud- :
ing vocapional_instructors) 25.0 25.6

‘Inmate—-Social Service Ratio® 125.0 125.0

Inmate Populaticn 250.0 250.0-

8The chaplain, who did intake interviewing and ¢ome
counselling, was included in the social service category.

organizatioh and other institutions under thé direction of
its benal'division as well as informal interviews and observa-

tions at Boysville.lo within the institution exploratory

" indicated: Moreovér, information obtained in all phases of
the study were used in gulding subsequent steps.

1. Exploratory Phase (February, 1963 - June, 1964)

" Observation and interviews of the following: institu-
t%onal staff and clients, special programs in the area
of delinquency; and staff and clients of other youth-
serving institutions and of the parent organization..

II. Main Data Collcction Phase (June, 1964 - May, 1965)
Observations (April, 1965) interviews, file data, and
‘questionnaires pertalning to institutional staff (March,
1965) and. ciients (April, 1965); most external infer-
views with court representatives, law enforcement offi-

;, cers and legislators; and terminal institutional inter-

o viewso - , : '

I1I. Terminal Phase (June, 1965 -~ January, 1966) -

Completed external interviews, ‘summary of legislative
record, and related articles from a sample of relevant
newspaper storiles. i o

1 o o . ‘ :
T 'O"Boysville" is the pseudonym of the institution
Ehlcg 1z the subjeect of this study.. The "parent organiza-
tlon" refers to the divislon of the state administration

which directs;the Institution.
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TABLE 2
STAFF BACKGROUND: CHARAGCTERISTZCS
Predecessor Successor

Total Staff:

Number : .- 65.0% 78.08
:Median Age - L : 44,0 52,0

Median Years Service ) 2.8 : 3.5
' Median. Education f(years} 10.0 10.0
" Per cent white 100 8.7

Per cent previous professional
experience {Social Work, edu-

cation, psychology, etc.) 13 18
Cottage Parents: b :
Number 1 18
" Medlan Age . 39 : 51
‘Median Years Service 2 3.5
Medlan Education (years) 12.0 9.0
Detall Supervisors: i o
Number ) S L 18% - 16°
Median Age N 58 - - 54
Median Years Service .2 S 3.8
Median Education (years) 9 8.5
Teachers: . :
" Number ‘ 10° 14¢
Median Age : EERE I 1 ] -~ 46,5
‘Median Years Service - .3 2.9
Median Education (years) - ; 16 15.8
Social Service: ° -
Numbey : g e 2 2
Median Age . . 32 46
Range Years Service : 2-12 §-17
" Median Education (years) : 14 .15

2Excludes part-time periennel and consultants who

:ezi not integrated into the daihy operations of the insti-
ution.’

bExcludes relief and night cottage personnéel during
the administration of the predecessor. ; .

Dhring the adm*nistratiwn of the predecessor phye—

iical education instructors were excluded from teaching per-
S8onnel ‘a8 were supervisors who appeared primarily responsi-
*ible for the production of work. -Under the -successor, the
‘fghy$ica1 education teacher was a college graduate. He had

een & profecsional athlete and provided physlcal education
asses that were integrated in the academic curriculum was
”onsid°red a teacher.. Vocational instructors who had class-
in a fixed pilace and whose students were integrated in
e academic¢ curriculum were also included among:'teachers.

} & group they were distinét from Jjourney-craftsmen who
Supervised inmates in tasks related to maintenance of the
physical facilities of the institution.
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information provided a basis for modifying the question-

‘naire thdt had beeh employed in the Street, Vinter and Per-
oW study and for 1dent1fy1ng current issues in institu-
tional opPrations and. staff perspectives.}l Outsiae the 1in-
stitgtion the 1nterviews provlded data on prevailing per-
spectives on delinquency and Juvenlle corrections along

vith evaluative material on the institution. Problems and
policies wpich would Sear on the institutional client in-
take, operational mode; and client characteristics were.v
sought, particularly from juvenile courtrjudges and legisla-
tors. Informafion from tﬁé courts was esSentiél to‘the
study because thé quantity and quality of client input in-
fluénce the program alternatives avallable to the executive
and reflect the institutional image. 'At the same time, the
reliability of the information and its source. was evalu-
ated.-

Because the institution served the enﬁire state, it
was important to cbnsider a representative sgt of views on
relevant varlables. Rates‘of recorded delinquency  and rates
.of ‘econfinement to the institution were,defermined as cri-
teria rebresenting'variations in local responses to delin-
Quency, variations‘in court policies; and varfations in lo-
cal resourges for treating delinquents. We selected a sam-
Ple of co;rts by 'a random start in - a 1ist oﬁ courts that had

‘been clusgergd according to geographic reglon and that had

1, ;
Street Vinter, and Perrow, op, cit., pp. 285-
305 and Pp. 310 -320.
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béeﬁydrderedfwithin regions according to delinquency rates
and incarceration rates. There were no outrizﬁt refusals to
tﬁe 1nterviewvrequests but hany problems in scheduling ap-
pointments arose. k _

' The judges were the largest sinéle source of inter-
view data (outside the institution itself, of course) fol-
‘Aiowed by legislators. Among o;her;soufces, up to tﬁree rep-
resentatives of a singlé‘interest,pr orgénization were in-
terviewed.

‘ File data were transcribed to prepéred schedulesﬂ
(sée Appendix B) and,vtﬁ the extent available, were col-
lecteﬁ first on ;taff no longer wilth the orgénization and
then on éurrent staff. Th1§ precédéd the staff and inmate
sur#ey;, uhiqp;;with the exception of file data on inmates
and tenminal;interviewé with executive core, éomplefed the
coilqction of internal data. . The last déta collected were
derived froﬁ‘an analyéis of'newspéper>matér1al, legislative
proposals, and interviews with potentially threatening fig-
ures, e.g.; the férmef.executive, locgl‘community persons,
mémbgfs of a state cltizens' group and the head of the

State's Ch1ld Welfare Divisien.i2

: 12f.[ndividuals whose interests might have been anti-
thetlcal to the current administration were not interviewed
until all information required from the institution had

en obtained. It was feared that the administration would

, JPterpﬁﬁt several 'such interviews as "fraternizing with the
EFGNY.‘ which would have Jeopardized access to the institu-

;ion.,
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‘Internal Scurces of Data -

Four methods were emplqyed to obtain data on the in-
ternal structure and operations of the organization, which’
tapped & wide range of sources. The methods 1ncludgd trans-
eription of éxisting data from décumepts and flles to sched~-
ules; observations of the daily behavior of staff and cli-
ents; inferviews with staff and clients; and questionnaires
completed by staff aﬂd'client§. The file data (see Appendix
B for schedules) provided inforiation on staff and clienﬁs
which'might have been unrellably reported in the question—A
naire, e.g., birthdates could ﬁe intérpreted as providing
identification; and age, even with expllicit instructions,
frequently is rounded or omitted. Employee handbooks, cor-
respondence, internal publicatlions and notices furnished‘in—
‘ formation on executive perspectives and goals, ldentified
significant gxternalirelations, and enﬁanéed understanding
of observabions and.interviéws. Observations were used to
idenhify pfactiées ;n the operaiion of the institution, to
determine respbnses to various eventsfand situétions‘whicb
were part,sf organizational iife, to séecify areas of inu
QU1ry for the survey‘questionnairés, and to clarify their
meéning. Observations also yieldedyindications of the dis-
tribution of auéhority, tasks, and autoﬁbmy; and made clear
}he(informal practices that.had developed and the kinds of
Ssues behind thé exceptioﬁs fo routihé practices. Along
ith observagions;[interviews se;véd to acdﬁainﬁ fhé fe—v

earcher with the»inétitutional practides and provided an

PR
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opnertunity to seek eiplanations of observed behavidr.l They
also provided an awareness of problematic issues within the
1nstitution and areas of staff solidaritj and conflict, add-
ing substance for questionnaire conﬁtnuetion.

Staff and clients were administered questionnaires
(Appendix C) in a survey to ascertain subsystem felations,
perspec;ives,vattitudes and opiniens. The staff questien—
naire included a sanetions index, a scale of understanding,
a Scale of discipline; beliefs -about Juveniles, delinquency,
and corrections, perceptions of-organizaﬁional goals and ex-~
ecutl ve expectations, ratings of influence and 1mportance of
staff subsystems, tension between staff groups, and feelings
about;employment.at the institution. The client quest;on-
nai?e’sought perceptions and gpinions about institutional
lire, sociometric data; anu orientations towerd and opinions

about Staff, institution; and external influences.

Institutional Interviews.u-lnterviews with the executive core

continued throughout the entire utudy, terminating subsequent

to the collection of file data and surveys. _The Interviews

in the initial phase of the study furnished data on policies,

-rules and practices, provided guldance in modifying phe staff

and clien§ questionnaires, and directed the research in re-
pect to the eXEernal environnenﬁ. Later Interviews served
0 1dentify issues and problems within the institution and

o alert the researcher to changes in tasks, authority, and

nfluence;,as‘well as to externmal events or responses’
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bearing on the institution‘s activities.

‘Furthermore; interviews served to sensitize the re~
searchér to employees persﬁectives, particulagly for new em-
ployees or emp;byees affected by a change in procedures or
rules. The interviews with the boys and other staff were
used in much the same way, but were oriented to the specif-
ics of daily events. attitudes, understandings, and reac~

tions. " Although the executive stated that the researcher

had accéss'to all aspects of the 1nstitution,'employees were
sensitive to information that might reflect on institutional
practices and protected themselves by discussing such content
with g member of the executive core before meeting with the

researcher. Consequently, before an employee would comment

Tfreely he would develop a fationale or defense about the

;ssue. Relationships were hazardous; necessitating patience

and frequent efforts to resolve misunderstandings and con-

cernsyon account of'intermittent sugplicion and continuing

caution,

Staff Suzvey.~-The staff questionnéire was deslgned to be
completed by the respondent; with few exceptions it simply

}éQuired a éheck‘mark or a rnumber from a 1list of alternatives

Preceding the item (Appendix C-2). The questionnaire was '

istributed directly to the employees or the institution by ‘

the researcher, who answered their questions about the pro-

S
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to all employees. The letter was composed, reproduced and
malled by the researcher and introduced the study to any em-
ployee who had not previously heafd about it; 1t also pro-
vided evidence of official interebt and support, while indi-~
cating the autonomy of the research from institutional di-
rection. In order to permit a follow-up of returns, a locked
de was provided, into which the employee placed the cover
sheet containing directlons and his name. Each questlon-
naire was accbmpanied by a stamped eﬁvelope addressed to the
researcher at a néarby university; Seventy-gight question-
naires wére distributed to all personnel exbept the‘executivé
and his housekgeper.‘ One was returned blank with a note éo
the effect that the respondent, the contract physician, did
not poésesé the information required to Fomplete the form.
Seventynfwo cover sheets were returned, but the mail broughﬁ
in only sixt&-nine queétionnaires, a résponse rate of 89.5%.

Tﬁis vas comparable to the rate 6f returns in the first of

the earlier(stafr surveys.13

Three quéstionnaires had been distributed by offlce

staff to personhel uho had been on vacagiop during the period

| of initia) distribution. Getting the questionnaires into

© -7 the hands of the employees took approxiﬁately a week,'be-

cause of shift and relief arrangements among personnel.

F°11°V'UP~}ecters (Appendix C-U4) were sent out. two weeks

13There was a 23% drop in response rate in the sec-
ond survey, reflecting the election results a month earlier,
Street, Vinter, and Perrow, op. elt., p. 285.




later, three weeks after the first questionnaires were dis-
frﬂnﬂed.and a post card (Appendix C~5) was sent out three’
weeks after the letter. The returns followed the usual pat;
tern of mall responses, decreasing over time, but with
“glight increases after each follow-up inquiry. About two-
. thirds of the questionnaires were returned within the first
wo weeks. With the exception of one puir of hbuse parents;

there was no indication of cellaboratiwn or leakage in the

S R

‘completed forms.

The Client Survey.--The c¢lient questionnaires were adminis~

tered by the researcher and two graduate assistants who were
familiar with the 1nstrumené and the institution. In order
to minimize the effects of leakage, the survey was cnmpleted
in a single day. We started with the cottage'containing the
youngest boys and ended with the oldest boys. It was admin-
1stered on a Saturday to reduce interference with the daily
schedule; the program for the day prevented any communice—
tion amdng the separate cottages untll alli boys had com-

pleted the questionnaire;

The dining room in the cottage was selected as the

site for administering the questionnaire to the youngest

group. The boys who experienced difficulty understanding

the procedure and difficulty comprehending the guestlons were
seated at a SIngle table and one of the asslstants worked
with them, explaining the materlal as they needed help. She

50 evaluated their comprehension and, although all of the

)
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boys'were permitted to go~through‘the motions of completing
the questionnaire, two questionnaires had to be onitted- :
from analysls because of the respondents' obvious inabllity
to comprehend and respond. The other assistant circulated
around the room to help any boys that had questiens. The
questions were read aloud to the other boys end explained
item by item, with the option extended to those who felt
able to go faster to proceed at their own rate. Question-
naires were collected as the boys completed them.

‘ The material had been 1ntroduced wlth the explana—'
tion that their help was wanted to learn "about schools like
this oné" and "how the boys feel sbout things at the schogl.™
They;}ere told that no one at the school would see any of
thelr answers and that we hoped we could help make schools
\like this one better places becguoe of ‘what we leerned from
their answers.  They were encouraged to raise their hands if
the& had any quesﬁlons or 1f we were going too fast. There
. were thirty-four boys in the cottage and it took about two

hours to complete the eight—page questionnaire, which chlef-
{13 required checks or circling of choices for its completion'
(Appendtx c-3);

The next QWo‘cottages contained 37 and 38 boys re-
pectively ang, to enhance control of 1nfluence:and to pre-
ent c°PYing~responses,‘each cottage was divided into thirds.
Tter an introductory statement and some explanation, the

'oyB proceeded to- complete the questionnaires on their own

ith the understanding that the person whio had explained it

i o

R

L b S e e Y T O



37 .

would come to them to ansver any questions they had or . to

explain whatever was unclear, if they raised their hand.

The researcher’ahd each assistant administered the question-

naire to one of the groups. Llteracy and attendance gasi

e¢hecked at each cottagg prior to distributing the question-

naires. One boy in the hospital ror‘an operation wés the
only client who did not havé an opportunity to complete the

| questionnaire. '

The older boys completed the questionnaire in the
central dining hall. They were grouped'according to resi-
dential cottages, with the exception of a few boys on kitchen
duty or on sick call. No staff members were present wﬁilé
tﬁe questionnaires were distributed, completed, and collect-
i éd. Boys having bighér ranks were seated in the same_éen-

2 eral iicinity, rathef than being. distributed among the othe£

boys-lu

.'This was accomplished quite easily. Since theéy di-

Erected the lines as the boys filed in and took seats, it was
simple matter to seat them togethef and free the other béys
£ their influence. The proce&ure was‘similar to éhat used
n the other cot;ages. There was little difficulty, but

ome laughter among the older boys was audible at "wise"

omments.

In each case the boys were 1nformed,thaq, 1f they

hose, they did not have to participate, but bringing them

1I:The institution uses a rank-system for its in-
lates. The system was related to release, trust and re-
&ansibility. The details of the rank-system are discussed
- ge fully in Chapters III and VI.
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all in at one time apparently created too much pressure for

e
et

any individual to express a desire not to participate. In
‘order to link questionnaires with fille data, some,bacgground
information was oﬁtained to facilitate matching. But, be-
cause of doubt regarding the rellability and completeness of

responses on background data, plans were also devised for

identifying the questionnaires. The procedure required the

signature of each boy when he turned in his questionnaire.

The signature sheet was numbered to correspond with numbers

on the questionnaires. The ratlionale provided, was that we

had to make sure that every boy had had an opportunity to
complete the questionnaire. There was little difficulty in |
the three cottages of younger boys. “Either the rationale
Wag gccepted or the boys were sufficiéntly trusting or pas-
sive to register ho objection. This was not the case with
the two cottages of older boyé. In a few cases, boys who

. obJected to signiné thelr names weée permitted to turn in

the questionnaire without a signature. The size of the last

e e T S e T SO

two groups, 65 and 72 respectively, led to a line-up in re-

s g

turning the completed qﬁestionnaires. It was this; in pgrt,

which led to difficulties and in a few cases some of the %
clients sblved thelr problem in signing the "completion %
}héet“ by using a fict;tious name or the name of some other £§

oy. Ultimately, all quéstionnaires were correctly relatéd i

o fiie~data,/u1th Just one exceptidn.
Two sources provids evidence that the questionnaires

ere completed independently of one another and that there
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had been minimal pressure on the Soys to provide "accept—
able" responses. One was observations while the boys were N
completing the forms. The other was‘examination of the
forms of boys who had been seated near one anéther. In-

stead, the boys interpreted literally the statement that com-

pleting the questionnaire was voluntaryvby omitting material
that they were reluctant to provide. Fortunately, the areas 5

omitted ﬁere different for many boys, supporting the impres-

sion of independence and minimizing the blas ﬁhat such self-

&
selection might introduce into the data.l)

External Scurces of Data ~ %

' - Three types of sources furnished data on the exter- %
nal‘environment, boundafy-spanning activities and extra- .%

o organizaﬁional.relations of the institution: '

"~ 1. Extant data,; such as newspaper reports and legisla—~ 'é

tive Pecords. -

2. Informants presumed knowleugeable about the role of
the institution, the governmental structure, and ju-
venile delinquency, who were interviewed.

3. Observations of courts, the parent organization and
- other institutions under the Jurisdiction of the
pérent organization.

External data provided informatton on public re-

”_spon%e to 1n=titutional events, areas of publlc concern

‘ :uh1ch might bear on the 1nst1tutlon, the position of varil-

LS intergst groups on issues invo;ving Juvenile delinquency
nd corrections and the progress of legislative changes that 1
Ny ght have affected the institution.  The major newspaper of

e state was sampled to provide information on the range

1ity . ssee‘append1X'for transcription and coding relia-
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s i and number of issues pertinent to the institution during
various periods;16 ‘It also indicated the position of vari-
ous inberést groups on 1issues érfecting the 1nst1tution.
Legislative~records revealed the progress of legislaéion,
ﬁpecificaily who had proposed various bills and where meas-
ures died, if they were not passed. In order to learn about

. the positions of various interest groups and‘their-influence
on crucial issues, recent legislative measures (Spring, 1965)
that were important to correcéions and which were passed
were discussed with members of the 1egislative committees
that had revised the measures to secure passage.17

The researcher observed each interview site at the
time of the vislt for the 1ntervie§. Casﬁal and informal
inquiries of;staff procured eniightening expreséiOns about

,procedufes,ﬂoroblems and pefspectives. ‘Observational data
.was incidental to the pufpoée at the locale and was not sys-
tematic; but, nevertheléss, 1t‘pro§1ded infofmation whiqh -

added to understanding the intérviewé and increased the re- .

11ability of recorded inforﬁation.

o 16All pages and editions in 1957 were examined for
relevant material. Based on the months with the highest . ‘
counts of .related articles, three months were sSelected for - w

1959, 1961, 1963 and 1965, respectively; but they were va- ;
& ried for the pairs representing four-year intervals, in or- = |
- . ; . ' . . » - der to increase the .range and reduce the seasonal influenc- |
' o : B i ’ es, e.g.; January, April and September in -1959 and 1963. : }
' . '' iFebruary, May and October in 1961 and 1965. Of course all ]

months in 1957 were available as an additional comparison.

+ 17The measures had been initially drafted and pro-
posed by various interest groups, such as the Citizens'
ouncil on Crime and Delinquency, the State Bar Associa-
fon, and the State Judicial Association. :
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Interviews were the major source of information on

the organiuational environment and extra-oréanization&l re-
lations. Interviews with representatives of the parent or-
ganization and of orgaiiizations under the jurisdiciion of
the barenb orgahizatioh were carried out before and after
examining internal aspeéts of the institution and the in-
formation obtained clarified inter~institutional relations
and parent organization-institution relations, i.e., parent
organization mandates, préctices and policies affecting the
institution. Follow-up interviews with the staff of the
parent organization to check on policy changes and the im-
pact of events at the state level were carried out at inter-
vals during the study, e.g., Julys 1963; Feb.,1964; Aug., i96u;
June,1965; and Dec., 1965, ;

"Most of the other interviews with'legislators, child
welfagé personnel, Juvenlle court staffs, law enforcement .
officers, knowledgeable'profeséionals in corrections and ‘
members of.citizéns' groups interested in corfections, peo-

ple from the local community of the institution and the

#+ former executive were completed over an elghteen-months pe-

riod from June 1964 through Dec. 1965. The data was

. 18Approximately gix months intervals were contem-
blated. ' Scheduling difficulties contributed to the variabil-
1ty of the ifnterval. The early 1965 interviews were onmitted
?ecguse the parent organlzation staff asserted that they
were too busy. After the ecorrectional measure passed, the
head 6f the parent organization-seemed reluctant: to’'meet
With the researcher and the staff that he interviewed ap-
Peared remarkably uninformed about issues. : : '
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;dbtained at the same time that the internal dimensions of

‘the institution were examined and provided an ongoing basis

for linking the environment and the institution.

apssny




CHAPTER TIIX

A HISTORICAL PERSPECTIVE OF A CORRECTIONAL
IMSTITUTION FOR JUVENILES

Origin, Size and Growth, Buildings and Facillties,
and Administrative Changes:

Boysville was established in the 1880s as a public
institution by an asct of the State leglslature. The‘contri—
bution of bulldings, land and money by local citizenry‘de—
termined the site. A board of trustees and a superintendent
responsible to the Governor managed %he creation and opera- .
tion of the institution. This early period was marked by
the acquisition of land and facilities; but the rate of ac-
quis;tion vas not1commensuféte with the growth of the inmate
}populationr ‘

N

During the three-quarters of a century of operation

of executlve turnover. Witﬁ the exception of two admiﬁis-
Frators ﬁhosé tenures were obviously longer than usual,
tWeﬂty—thrée Years and.twelve years, respectively, the aver-
age executive tenure was slightly more than three‘ye#rs. ‘
From an initial population of six boys, the institu-
on grew to a population in excess of two hundred in less

an a.decade, Ovér,the twenty'yéars‘following the first

since its founding, pblitlcal patronage promoted a high rate

*cade, it more than doubled. During this time several farm
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houses were acquired for cottages to house the boys, but the
greatest increase 1n capaclty occurred at the turn of the
century when & new administration bullding with a dormitory
wing was completed. 'In the late 1920s, a three-story shop
building whose top floor wvas ésed as a dormitofy was com- -
pleted. Tﬁis consumated the Shift from small housing units.
Now éhere were two large dormitorles and a single cottage for
younger boys; ‘ ' |
The school building was added Just prior to World War
IX. With the expansion of housing facllities for cliénts,
the farm houses, which haﬁ earller been used as éottages,
were converted to staff dwellings.
; In a feorganizafion of state government iIn the 1920s,
a single state board was established to administer the in-
sfitutidn; this board also administered all other state in-

stitutions, 1ng1ud1ng‘mental hospitals, prisons and centers

of higher.education. Aithough thls change appears to cen-
tralize control of a large number of institutioqs, in fact,
it led to considerably less control, because the heterogen-
elty of thé institutions and their dispersion created prob-
ems of surveillance. In the mid-fiftles the state govern-
ent was agailn reorgéﬁiéed. Mental hospitdls and ceﬁtérs of
lgher learning were grouped under more appropriate, sep;
rate administrative offices and Boysville was included

ong the "?eﬁa1"~and "ﬁumanitarian"‘institutions assigned

9 a single state‘departmeht,directed by'an appointi%e
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ofi‘icial.1 Although a number of changes occurred which will
be detalled later, such was the organization's arrangement

when this study was undertaken.

Envircnment: Geographical and Organizational

" The State‘is in a Southern border region in which
mining, lumbering, farming and chemical industries predom-
inate. It is a rural state énd there is ho 1arge‘metropol-
itan area within its borders. The per capita income is lpw

;ﬁ~ ~and for the past two decades the State hasAlést pdpulation.

There 1is a'high level of unemployment and the level of edu-
cation and of health services are low.

Boysville is located on rolling terrain and the
grounds are cut by a U.S. highway. It is an attractive'get—
ting with nicely groomed grounds, and the cluster of bulld-
ings provide a pleasant sight for the toufist driving
through. fThere are no fences éﬁd the buiidings ét various
levels on the sloping ground, which is rolling rarmlapd,
create a plcturesque scene. Althoughkmost buildings are
old, they are well kept.

The tyo largest buildings are the Industrial arts
uilding and the administration‘buildihg. They hoﬁse from

: ) llnstitutions under the aegls. of the parent organiza-
lon are divided into two categoriés, (1) Penal institutions,
hich include the prisons, the medium security facility,
ork camps, and residential centers for juveniles, and
2) Humanitarian Institutions, which include homes for the
iged, residential centers for the deaf and the blind, a
ildren's home and T.B. Sanitoriums. Each group is direct-

2d by an assistant to the head of the parent organization.
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70—80‘and 50-60 boys respectively; the boys aré sizteen to
sighteen years of age. Sleeping quarters are on the top
floor of each strueturc and, a8 in all the dormitories, the
doors are lockid at night. Theftwo nore modern dorms house
35-40 boys, aged fourteen to sixteen, and the other frame
cottage, one of the oldest bulldings, houses about 35 boys,
agé thirteen and under. The two older groups of boys.are
éuperviSed by "commanders," a residﬁal term from more mili-
tary timeg, and the boys sbill'walk frgm place to place in
formétion. The othe; boys are supervised by married couples
called "cottage parents" who work a twelve-hour shift and
are relieved during the night by a "commander."2
; The staff, with the exception of pﬂe cliaplain and
teactiers in the academle school, includes no college gradu-~
ates and many personnel have not completed high school.3

Bl

‘The activities of the institution age[influénced ﬂy
a wide rahge ol Interests including the localhcammunity, the
state wide system Qf courts, the State Dﬁ%ision of Chlld
Welfare, the Législature, the pol}tical parties,; those indi-
‘viduals and firms doing business with State agencies, and,
recently, an employee's uilon. In addition,; the other in-
Btitutions; both Huménitarian and Pehal, undér the same par-

ent organ;zation; provide a supportive and a competitive

. source of interaction for state resources. At the state

2 ‘ : ‘
Late in this stidy the title "commander" was re-
Placed by the title "dormitory supervisor,"
Supra., Tapie 2, p. 28.
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level thé’parentaorganization administers the activitles of
the juvenlle correctional 1nstitution.' The most direct ac- I3
counting in terms of rormai reports. and conferences about

activities occurs with this agency. However, all state in- ‘ o

stitutions»and services are dependent upon budgets which are.

subject to review by a legislétive committee, a state boérd

and the state legislature. ’Obviously; the ntate legislature

‘ faces the pressures and‘demands of the full range of state

departments, services, and interests. - The success of any

particular department in obtalning funds depends to a great .
) extent'upon the coalitions of diverse interest groups and of ‘ f\

representatives from~d1fferent geographle areas and on the

amount or support ‘that can be mobilized by each state depart-

ment among legislators and members of the: various review coni-
nittees. While some of the 1nfluence on budgnt decisions
and legislative actions 1is rationally derlved on the b&sis
‘ot knowledge acquiﬂed through committee assignments and 1n-
terest in particular services-and activities, much 1nfluence
is an éxpresaion of‘political obligations und relationships
which derive from the fact that most of the offices in the
ntate a}e politiCal'apnointments; One exception to this is
a merit system within the state department. of public welfare.
But even 1n>this department political considerations exer-
¢lse influence on appointments and turnover, becausée of lo-

eal control of administration.

The community influences on the correctional insti=~

tution are of two types: (1) the loécal community, in which
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the organization 15 located, provides personnel for.most po-
sitions, provides services and goods for the organization
and responds immediately to the threat perceived when in-
mates escape; and (2) the other type of community influence
18 state wide end is expressed,via a. state court system
which is not an integrated systembbut one in which the com-
munity: (county or court district) has considerable autonomy
and 1s subject to local control. The courts are responsible
for interpreting the conditions‘under‘which boys are sent to
the institution and therefore are able to influence the pop-
ulation pressure on ihe School. The ecriteria implicit in
their decisions may extend or reduce the range of client
characteristics which become part of institutional concern.
Further, both the community and the court are aware of of-
fenses hy former inmates and criticize the ins?itution and
affect the 1mage‘of the institution 4in respect to its re-
habilitafive effectiveness} The wide range of perspectives
among the various regions served by courts throughout the
state and the variation in local facilities for delinquents,
rovide heterogeneous definitions of the delinquent assigned
.0 the institution and widely ‘diverse program expectations.
There are two other maJor sources of influence on
he 1nstitution. First, there 1s the Divlsion of Child Wel-
fare whicu is responsible for completing home studies so
that boys may be returned to their homes and which 1s also
Sponsible ror providing parole services to released in-

&5. It exercises considerable influence on the discnarge
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process by the speed with which it completes home studies
and by the ‘criterla for approving homes. Like the courts,

it may~effect'population'pfessures upon the institutlon;

_further, this agency; by virtue of its autonomy and the use

of ‘educational criteria for obtaining persohnel,'legitimizes

its eriticism of organlzational practices and products.  The

other source of external influence 1s a state council of

cltizens organized to study and promote higher standards in

‘state practices relating to crime and delinquency.' The per-

sonnel and activity of this council had an impact on legis~

lators and the public.

vPrégrams and Philosophies
'The program for clients 1nciudes school and work;
The school offers an academic program thrdugh.the tenth
grade. Since school atténdance is mandatoryVénly fhrough
age 16, anﬁ Sinée.most inmates are édﬁcationaily retarded,

the institution assebté that few boys require an academic

" program beyond that grade while in the institution. Clients

who are not enrclled in échool.work on the rarm,vin institu-
tiouai‘services (bakery, kitchen;'lauhgry), or on ihstitu—
‘fiqnal mainfénance. Early reports of the institution indi~
cated fbe.sign1f1Cance.of the bo&s' contribution to éhe eco-
nomic Btabiiity of the 1ﬁstitufion.' They produced‘é large
portioh of their own subsistence requiréméhts as‘weli’as‘in-

pomé from the sale of farm produce. During the period of

.this study, farm productivity was still a clear and valued

Sy it y i i e s NSRS
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goal. The institution also has its own coal mine which pro-
vides fuel for heat. Adult trusties from the minimum secur-’
ity prison work in the'mine and live on the institution's
grounds. Documents oﬁ the early life of the institution in-
dicate that the lumber and the bricks of the administration
buildidg and the industrial arts bullding were provided by

client labor.

The Sc¢hool provides a basic educatlonal program with
some remedial work at the lower grade levels. The amount
and quality of vocational trainling has been a central issue
in the fluctuation of the program over the past six or eight
years., Although some teachers remain on the staff year after.
year, there 1is considerable annual turnover.. In part,_the‘
! male teachers tend to remain because they are subsidized by

employment in the farm program during the summerAperiod.

Female t@achers who are married slso remain because they

are not dependent wholly upon their- own income.

"Religion and chapel activity is emphasized as a part
of tne rehabilitat‘on program.‘ It is provided by a chap—
lain vho has been with the insti*ution for a considerable

eriod of time and who -has training for clinical and pas~..
oral counselling. When: the chaplain first arrived on the
cene, he. was sponsored by a statewide council of churches 1
eEKiﬂS to. provide religious support and religious expres- : '
ion for- the inmates of all penal institutions. His remuner- |
tion came from this council, housing and some subsistence

ere provided by the School. During the course of this bi
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study the chaplain was placed on the staff of the institu-

tion as,a salaried,employee. : e R

Incidents of Significance , _ A ,?
_‘Since this study 1s concerned with the recent his- : §

tory of this organization, we will refer to incidents that :

date ‘since World War II. However, the manner 1in which

the site was chosen has contributed to the notion of local

ownerohip or a proprietary interest in the institution, and

o m T

this has contributed to pressures for ‘the appointment of

local persons as administrators and staff. Thus, the county
political organization of the party in power exercises con~

siderable influence over the institution.

The impact of World War IT is the first notable

event in the recent period that has to be acknowledged.

Obviocusly, the demand for both manpower and food had its ef-
fect on the operation of this institution. The pressure

for men in the armed forces permitted the reduction in the
'population of the institution from somewhat under 500 to
about half that number. Further, because the military drew
,on boys over 18 tne average age of the institution's resi-

dents was reduced.~ Previously, boys had been retained un-

t11 aee 21 when no satisfactory home was available. Pro»'
ductivity of rood was increased, and reports by the execu—
tive at that time indicate conSiderable pride in the con-

tribution to the war erfort by. the 1nstitution. Although

the executive was critieized and blamed for. his party s fall
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from pOWervbecause of his leasing coal rights and trading
- coal properties for farm progerties, it may very wellibe
“that the pressure for more productive farmland contributed
to: this exchange. kIn’any evgnt, it is part of the polit-
Ical ﬁythology that the leasing of coal rights, litigation

related to these coal fights, and the use of this. informa-
tion by the opposition party were responsible for the
change in political control of the state exe;utive office

in 1956. The total landholdings of the institution during

the time of the present study amounted to some: 1900 acres,
although not all of it was suitable for precductive farm
use. '

. Another serles of incidents bearing on the opera- 9,

tibn of the institution have been studies of the institu-

tion itself, During the War years, the institutlon was ex-

amined by an agency of the Federal Government at the fe;
quest’of & committee of the State‘l;egislatu're.h Among the
‘many éreas‘of agency operation.criticized were the condi-
tion.of facilities; the adequacy of the dlet and subsistence
level, the dualifications of staff, relatlons with other

state agencies, and a number of administfative arrangements
‘related to budget ‘and programming. - This éarly report also

1 D o e S o e F : questioned the absence of a merit system, the level of

salariesrpaid,the staff, the‘hours of -work, the absence of

S . ;
U.S. Department of Labor, Children's Bureau, The .
Care of Children in [State] in the Four State InstitutTons

b B S : SN - for Juvenlie Delin uents, prepared by Frances Steele (Wash-— g

o




i
e R MM

53

diagnostic procedures upon commitment, the crowding, the

‘adeqﬁacy of fire protection, the adequacy of the lighting

and'heating‘systems, ahd thevseparation of the institution
i1tself from the mainstream of the community and social .
life. Programs andyfacilities were c¢riticlzed. The most
geheral'statemeﬂt’was that "the institution was not develop-
ing of attempting'to develop a sound, well-rounded»rehgﬁil—
1tation program based on modern'pfihgiples of cﬁild care."
The post war report was positive in terms of its response

to the superinténdent and his efforts on behalf of the in-

stitution.s‘ This report was critical of the housing ar-

- rangements and the absence of a gymnasium. ' Shortly after

-the report was published, the gymnasium was constructed.

It is reasonable to assume that the report was instrumental
in obtalninj; these added facilities. A% thextime of that
8tudy the position of Psychologist had been ‘established,

but 1t was vacant. Also vacant were two other profésﬁional

. S ]
-positions, one :for a social worker and one for a registered
,nurse; This pcgt—World War II report indicates that an ef-

fort had been made to'upgrade salaries and to obtain quali-

fied stafig ‘

_;Thé'19H6‘réport commeﬁts favorabiy‘on adﬁinistraj
tiﬁe‘and prbfésSioﬂal staff, but speaks disparagingly of
other staffyin‘terﬁh of their preparation for the Job." The

» 50;8. Department of Labor, Children's Bureau, The
Care of Children in [State] im the Four State Institutions

vror Juvenile Delin Uents, prepared by Bernice SQPEEEIE—EEE;
Orville Crays (Washington: 1946). o
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" inmate rank-system employed, using older boys. t¢ supervise
" other inmates, also was questiéned.6 Prior té that report
‘thg‘institutlon hAd employed a classificatién committee to
 consider the needs of each boy. The eommittee 1nclﬁded‘tﬁe
hupefintendent, social wovker, psychologist, schobl princi-
pal, re¢creation director, vocaticnal trainihg director, a‘
chaplain'and‘a,férm superfisor.‘ A subcommittee called the
"adjustment committee5 had ‘also beén organized Fo provide
for needed changes in the inmates' Job aSsignments. ‘Afber'
the loss of the psychologist and the social:-worker and be-
cause of inability to fill these positions the program was
mpdified and has not since been reinstituted.
‘ The‘19h6 report commenfed positively upon a ngmber

of chaﬁgéé that had beern maée in food services, dininé fa-
‘eilities gﬁd some‘supervisory practices. - The académiq
school was pighly praisedvand educational retardation at
the time of that study was not sigﬁificantly different from
tpat‘obs?rved ;n»the present,studyf T. ‘ '7. '

- ‘7 Althﬁugh a—iéte:‘executive,.Jackson, takes’crédit
fo:,inStitutiqg a vocatiohél tralning program, the,éost-ﬁar
report indicates there were earlier efforts to implement the

chatiqnal traihing program. The deterrent factops were

Lo 6The inmate rank-system used larger and faster boys
appointed by cottage parents to maintain control of the in-
mates ‘and to help catch runaways. - At the time of the com=
parative study by Street, Vinter and Perrow, the higher
ranking.boys st1ll had considerable authority, e.g.., thelir
reports were used as a basis of punishment and in grading
behavior, which could affect a boy's release, op,cit., p. 245..

Also, supra, Chap. VI, pp. 143-145.
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the . pressure of maintenance, the farm work and the 1im~

itedknumber of personnel. Nevertheless, at that time the

program providedifor a large number of appllied Interests;
"1t had & printing shop, a,bake:y;‘a.cannery, a ‘carpenter:
shop, a‘aawmill,ﬂa tailor shop and a shoe shop. Although.

- the repo:t:commeﬁted positively on the presence of a posi~

: tion‘for'a social worker, it was also critical of the manner

in which the duties were defined and of the fact that the
»position had been vacant for some elghteen months. ' The
criﬁic}sm br soclal service dutles 1s still relevant;

" The next study of the imstitution, in 1957, con-
tributed to the release of the executive. It also provided

a framework and a gulde for his successor‘s; Mpr. Jackson,

with the administrations of Mr. JacKson and his replacement,
Mr. Smith.

The Past Eignt‘Years

This research is based on the period 1958 through
1965, Although not a11 the details of this pericd are re-

Dorted certain cruclal eants have been 1dentified and pro-

Bources of the institution.‘ The predecessor executive, Mr.

Jackson, came to ofrice after a study of the institution in

1957 by a state council of citizens which was assisted by &

: 7Pseudonyms are used for all persons mentioned in
this report, .- : ; ‘

N

organizational aetivities.7 . The present sfudy 1s eencerneé

vide a rramework for reconstructing fhe experieuces and re~

e
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kfoundation grant and a natignal‘crganization concerned with

erime and déiinquency. The publicity evoked by their re-
port created & crisis and led to the removal of the prevlous
executive. The laxity of the prior administration was a
major issue in the replécement and; in part, was a local re-

sponse to practices at the instituti(m.8

Of the eight items
mentioned in a preliminary report, only one was implemented l
as pafb of Jackson's prograﬁ. It is clear, however, that he:
attempted by public relations and tighteged 1n€erna1,con—

trols to impart a positlive image to the Institution and to

minimize cr1t1c1>m of its programs.

Although the Governor and appointive officers were
of'oné political pgrty, the legislature and therefore tne
purse~strings were controlled by the oppasition. The aims
of Jackson's party, in its cémbaign, were increased effi-
ciency in state government and reduced cost of government‘

and of,public services. Shortly,after the eiection the

country és a whole suffered an economic recession, the re-

cession was particularly marked dn this reglon. The cam~
palgn promisas, the recession and the opposition's control
over appropriations wera reflected in the institution’s lim-
ited budget. Therefore Jacgsou.was very much restricted £i-
‘nancially . . Tl Lo '
Despite hls familiarity with the political bystem,

‘one of Tackson s chiet complaint¢ was about the political

8l . ;
Streec,’Vinter,Kand Perrow, op. git., pp. 52 and -

<
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patronage which governed appointments within the institu-~
tion. He had 11ttl¢ use for profeésionals, especlally
trained,social‘workers, end was particularly interested in
& smooth operation in which there were few run-aways and -
'litﬁle‘to reflect on the image of the Institutlion and his
pcliticalvparty. Because Jackson succeeded a membér of his
own political party; he had to exefcise care in hisl"strate—
gic replacements." He sought to make clear the change in
his approach‘and 1mpdsed more vigorous control over staff
and client activities. .

His replacement, Mr. Smith, was born and reared in
the local county. . Smith was appointed execubive, because
he was a member ‘of the wing of his party which had supported
the governor-elect because of his help 1in the campaign and
because of his local background. -

‘The report of tne legislative and state police in-
ve;tigation‘prior to.the 1960 election provided information
which became part of . his mandate upon taking off*ce. The
earlier executive was ‘supposed to straighten things out to
run, in ef rect a "tight ship. On the .one hand, Smith was
expected to be circumspect and to avoid the kind of behavior
that had beeg held responsible for his party's loss of the~’
_Bubernatorial racé four years earller. Theré.mﬁst be“noth-
ing similar. to.the leaSing of coal rights or the‘erading of
coal Drope#ty for farm land. On the’othér hand, he was to’

avoid the kind of criticism which had been leveled against
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his predécessor.9 There must be no harsh and punitive
treatmeﬁt of the boys, and no frequeht absences from the
institution. . ‘

; 1'vThe insecurity of positions in ﬁhe state was appar-

ent when the head of the parent organization was reassigned

add a new chief wd§ installed. Early in-the regime of the
knew‘ghief, Smith had more autoriomy. The new -head of the

parent orgénization was reluctant to make major changes and

was highly dependent on existing staff in order to evaluate
operdtions. Only as %the head of the parent organization de-
veloped.his own sources of information and developed rela-

tions with:power groups interested in corrections around the

o

state, was he able to move with any freedom in regard to

correctional programs. ' : . , j

A new governor took offlice after the gubernatorial

Al

election of 1964, but the same‘party remained in power. Be-

B A A R P LT
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cguse the executive of BoysvilleAhad'supported another can-<

dldate in the primaries and was not a.partvof the new gov-

:erhdi's‘wihg of .the party, Smith was uncertain about his
%i@appointment.' H1§ original appointméﬂti in 1961,,was an-
uouncedtip'February, onlyjbne month after the go&ernor's . . ' i
1nanur§tion,‘:His reabpgintment, four yearsflatqf, was
Cé?tifiedvian?né;'six months after the 1nauguration; ‘Also, _ &
prior to the.e&ééutive‘s‘reéppointment, his department |

head ?ﬁitiateé a program ﬁo examine ‘the rghabilitative

.,,9$tre¢t,;V1nter, and Perrow, op. cit.; p. 52.
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iaspecfs'or corrections around the state.'® This hrovided
the parent organization with a direct source of information
about the institution. On tre one hand it made the exechf'
tive ‘and the organization awére_of the manner ih which the
pareﬁt'crgapization could intervene. On the other hand, by
pdb making any changes within the organization, the power
of the ﬁarent organization was enhanced and the lgyalty of

11

The legislative session at this time was the most

productive in eight years in the passage of several meas-

ures relating to both corrections and criminal statutes.
Althnugh the Citizens' committee had repeatedly proposed
and obtalned sponsorship for a bill to modify the state »
laws on corrections, it'had never'Succeeded in getting this
measure reported out of committee for passage. ‘In 1965
this measure reported out of committee for passage. In

1965 this measure was passed.l2 It was passed in 1965, but

loA new position reporting directly to the head of
the parent organization was created. ' The position involved
liaison with all of the penal 1nstitutioﬂs in the depart-
ment. :

1J’Gouldner indicates the effects of replacement on
staff that are retained. The same situation prevailed here,
in respect to the administrative structure of thé state.
A. W, Gouldner, Patterns of Industrial Bureaucracy, op.
elt., pp. 88-96. Also, change would have risked support of
the ™ appropriations committee in the legislature and institu-
tional-local community relations.

12 It is 1nteresting to note that the head of the
parent organization served as a special assistant to the
Governor on ‘the. legislative committee revising this legis-

' ‘13t1Ve Proposal.
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with a number of important substantive modifications. Among

the majob chengee were those pertaining to a merit sysSem

fgr employees in cor:ections, the quelificatinns for a state

director of corrections and the elimination of the authority

of a board to appolint a state director of corrections. In-

etead of tne original provislons, the measure that was

passed authorized the head of the»existing state departmedt'

to make recommendations to the Governor for appointing the

director of correction, £hus eliminating the board as pro-

tection against political influence and making Gorrections

a divieion of the parent organization. Becance of the de-

pressed salaries in the region, it was difficult to attract

& competznt person from the outside to takP the position.

As a result, the position was.finally awarded to someone se-~

Lected from the party in power, despite the fact that the

appointee had less than the suggested qualifications.

Another event of considerable significance for Ju-

'Venile.corrections in the state during Smith's'tenure was a

federal grant to study‘de11Qquency and .create pregrams to

PreVent delinquency and crime. The grant was awarded to an

agency in the state capital and engaged a large number of

people in the state's major cipy. It created another

Source of consensus about correctional standards and of con-

cern aboutfdelinquency;‘it also increased the'power of the

citizens' committee that had been active rarlier in promot«

ring higher standards for Juvenile correctionq.

.,
|
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fRegiOnal tharacteristics and Emergent Themes

T The’state in which this institution is located 1is
part of Appalachia. That fact along with the terrain and
rural nature of the region has fostered divergent perspec-
tives atout people, authority, government and corrections.
Kerr and Siegel indicate that regions in which certaln eco-~
nomic enterprises such- as mining and lumbering predominate
are characterized by high levels of uncertainty, minimal so-

c¢ial integration, violence, and - expediency in living.l3

"lu

Ford has designated the area das a "Bible Belt. There is

a considerable body" of literature supporting the notion that

limited resources, percelved inability to manage one's des—

tiny, powerlessness, and isolation are concomittant with a
Vfatalistic outlook, superstition, an orientation to the:

present rather than the future, and authoritarianism.15 The

T aer e A

influence of industrialization and urbanization on the family

130107k Kerr and Abrakam Siegel, "The Interindustry
Propensity to Strike-=An International Comparison," 4in In-
dustrial Conflict, Kornhauser et al., (eds. )(HcGraw-Hill
Book Co., Inc., New York. York 195H)

1“Thomas R. Ford (editor), The Southern Appalachian
’53 %on. A Surve (Lexington. University of Kentucky Press,

’ 15Richard Centers, The Psychology of Social Classes
Princéton: Princeton University Press, 1949); walter Miller
Loxer Class Culture as Generating Milieu of Gang Delinquen-
¥," ‘Inl of Social Issues; XIV (4:1958); L. Goodman, Cooper-

W (Washington: DHEW, Welfare
dminiitration 1. .. Leshan, "Time Orientation and Social
Seass, M“Wﬂ, XLVII (1952);
eymour M. Lipséf, Political Man (Garden City: Doubleday -
and Co., 1960), pp. 97-1303 S. M. Miller and F. Reissman,

|

|

i%he Working Class Sub-Culture: -4~ New View," Social Problems, ~ |
'(S“mmer, 1961), pp. 86~ 97 - 1

|

|
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And on socialrlifé have been minimal here. In a highly

Journalistic account, Caudill describes life in a region

1ike this ‘one, pointing, of course, to the extremes.16

This
gtate 15‘characterized‘by many of the features mgntioned
above.  They are essential for understanding the defeIOp-
ment .of the instltution and for evaluating the slgnificance
Qf é#ehts in that deQelopment. During the two generatlons
:ofﬁexecutives studied here, the reg}onal atmosphere pro-

vides a backdrop fo: 1nterpretingbevents. It bears on the

choice of‘executives and influence their cholce of strate-

gles in managing the enterprise.

Sunmary

This public correctional institution for male Ju-
veniles, after an early period of rapid growth, had its pop-
ulation sharply reduced in size and age range qurins World
Har II and ﬁévérfreturned to its previous size and age range.'
Althdugh purelﬁ‘speculative, it can be argued th¢t this re-
duction 1n inmate population freed the 1nst1tution from
pressure which would have led toward more differentiated and
more etfective operation. In effect, p;evailing concern
about delinquency and.the pressure to 1mprove programs that :
vere expeoted to handle public expectations never emerged‘

Thus, the question of "erfectiveness“ wag never raised at

this institution.

16 | |
H. Caudill Night Comes to the Cumberlands’ (BOS_
n: Little, BrOWn & Co., 1963). .
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Over tne three quarters oi a century of 1its exist-
erce it has been directed by at least fourteen different
superintendents, whose appointments and tenures were in
great measure contingent on religious, local and political
interests' support. Political patronage played a major part
in the bigh rate of turnover, although state government re-
organisations and a series of studies‘ot the‘institution
during thetpast twenty-five years {(seven studies:' 1942,
1946, 1952, 1957, 1959-60, 1960,and1964) contributed to the
rapid succession of executives. In five of the seven cases
the‘reports ofkthe studies vere used for political purposes.

During the development of the institution, Inmate
labor contributed heavily “to both subsistence and to the
construction of facilities. _

In the 1950 a reorgunization{of state departments
ended to prcmote a more specialized~kovernmental structure.
Because of the political entrenchment of the department
vithin which the Lnstitution was placed, it remained un-
ChanZed. The~sta“is resulted in spite of the efforts of
Groupa interested in juvenile corrections. The plain fact

Of the matter was that the groups were limited in power.

on made it an extremely hazardous operation‘for any but

e most conservative manavement
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ulocal area where the institgtion was located was the watch-
dog in respect to escapes, extremely punitive practices,
etc.;'because most employees were»local residents and could
hoose to be loyal to-the superlntendent and keep qulet, or
to talk about and vublicize 1nst1tutlonal events. -
Each of the two executives possessed distinct qual-

Lflcatlons which played a. part in thelr being se‘ected for
the pOSlthn. And in each case polltlcal oatrnnage was in=-
volved in a manner conSLStent w1th the prlor hlstory of the
1nst1tut10n, even to the place of a "study" in the succes-
sion process. But the situation that each acquired and the

terms implicit in'his appointment interacted with the

existing character of the institution to shape his program

" .and the areas and extent of"organizational accommodation.

. : . . Ly




CHAPTER IV
THE EXECUTIVE

- Introductlon

An earlier discussion of: executiveship indicated
'that executive activity may be separated into three distinct
but 1nterre1atéd'areas: goal formulation, external strate-
gles and internal‘strategies.l This chapterbfirst traces
the influences on the,goais formulated ahd‘defined by each
executive.2 Then thé goals!specified by each executive are
analyzed and compared; Finally,'the goals ;re linked to
the strategiles which are empidyed to manage pfoblematic is-
sues and conflictirg demands . This~analysis will provide

the background for la;er'examinations of the organization's

. behavior in respect to extra-organizational relations (Chap-

ter V) and to internal relatiohs (Chapter VI) as manifésta-

tigns'of-organizational leadershlp.

- Antecedents of Executives' Definitions ofl
Organizational Goals and Strategies

A1l correctional institutions for juveniles must

in some way and to some degree hold and keep the youth -

- 'supra, p. 27,

5 S o E , V
w. . . These infliences. include executive background,

dﬁerms of succession," "definition of the situation,"iman-
ates and organizational character. - Supra, pp. 14-15:

RO
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committed,to'them. They must provide sustenance and care;
and they'must‘educate and modify thelr charges.  The varia-
ticns in emphaeis given tnese purposes, .and their balance
and integration give meaning to differences in institutional
programs and their implications. These. are the issues which ~
the goals.fermulated by the executlve must resolve; tnese‘
are <he elements which guide organizational activity, help
specify the organizational technology, and define the re-
sources and support that the executlive must obtain from the
environment. However, the beliefs,'values and knowledge
provided by the culture into ubich the executlve was social-
iaed furnish nis basis for interpreting behavior, foc his
notions‘about~thelnature; causes and cuees of delinquency,

and for nis selection of an organizational model. Also,

the ambitions, pressures and demands which the executive

brings to his office, shape his decislons and help forge

the mission set for the organization. The executive_defines
his roie‘and orders the envirenment with nhich'he must deal
as a result -of institutional demands, personal experience
and obligations.

He now turn to the two executives whose’ tenures pro-
vide the central substance of this study. We will compare
and link the elements underlying each executive s strategies
to the goals each defines. We can then understand the vari-
ations betwevn each executive s strategies, both internal
and external. It is important to bear in mind that the or--

ganization examined here was characterized as an
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"obedience-conformity” type institution and was found to be
stable at the time of a study made during the tenure of the
predecessorexecdtive.3 That finding would lead us to ex-
pect that the goals, internal strategles and external strat-
egies of the two executives are qulte simi;a}. However,
both the need of organizations to adapt. to dynamic environ-~
ments and role changes impliclt in the replacement of an
executive (s well as staflf Eurnover) suggeat that differ~
ences shodld exlst. These two contradictory tendencies pro-

vide the'basis'fqr this study.

Executive Backgrounds.—qu Jackson, the predecessor, was

appointed to the executiVe position after his attempt to
obtain thefnominaticn for a seat In the upper chamber of

the itate legislature had falled in the primaries. He was
‘completing his third term in the lower house when he re-‘
signed to become executive. Jackson was committed to a pd-A
litical career; he atcempted fq use the executive position
and his adminiétretien to advance this career,

‘ﬁrior to his‘election‘to the legislature he had man~
aged his fether 8 small business and before that he had been
a high school eoach and teacher. He had a Master s Degree
in Education and, even though he had no prior experience in
‘the field he considered himselr vell qualified for the exec—

utive positione His teaching experience and service ‘on the

3 Sl -
“Street, Vinter, and Perrow, op. cit., pp. 265-268.
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legiﬁlaﬁive committee coricerned with penal 1nstisutiops (in-
cluding Boysville) provided the basls of his perspectives
aboutvyduth and Juvenile corrections. His views were great-
1y influenced by the chairman of that committee with whom '
he served six years, since he, too, was a former teachér and

representéd the district in wh;ch the -state penitentiary was

" located.

Jaékson returned to teéchiﬁg after he lelt the exec-
utive position. He was somewhat bitter about ﬁot being re~
tained, but he recognized that his retention would have been

‘incompatib;e with the patronage system. Although he was 1n-
' tere§ted in wdrk withfjuﬁeniles, he said that he had too
many family ties to leave the’state, as he would'bé forced
to do were he to continue in the field. He liked working
with boys, but he was not optimistic about changing them and
had 1imited notions about the kind and extent of change that
was possible. Good behaviér was seen as ah adequate cri-
teria for successful rehabilitation; but in discussing the
- vocational program he referred to it as “true rehabilita-
tlon." He saw "work as therapy" when he discussed the sum=
mer rarm program. . .

He was quite satisfied ‘with his aceomplishments as
executive.‘ Despite the pressure and problems (political and
“31Ntenance) that ' he, acknowledged he pointed with pride to
his having refurbished the administrative offices anﬂ one of

he c°ttages. “He claimed many repairs to what he asserted

ere the most run—dOwn racilities in thn state.  His
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achievements were accomplished without an increase in finan-

cial support, since, he asserted, "the county didn't have
enough votes to matter." One of his maJor'accomplishments
was increased‘farm production which permitted better meals,
€y “meat'daily" for the boys.y

Smith, the successor executive, was appointed in the

traditional patronage manner‘roliowing his party's success

at the polls. He had just completed a term as sheriff in

the county where the institution was located, but he was

prohibited from succeeding himself by state law. He had

grown up in the vicinity of Boysville and shared the local

proprietary interest in the 1nstitution. He also shared the

- local myths about the institution. He was proud of his ap-

pointment'and was quite satisfied to remain there and do.as
well as he ‘was able.

Because of the Depression, he had not been able to

‘attend college. At one time he had been employed by his

predecessor's uncle, a road contractor. Prior to becoming :
sheriff he had been employed in a supervisory position‘in

the railroad yards in the eounty'seat. The town was a major

_switching point-ror the region, but the level of railroad.

;activity dropped sharply after the Korean conflict and he

was released. His wife was a relative of an important mem-A
ber of the senate finance committee and he himself had been

active in county politiesvmost of his 1ife.

"“,I:bid.,' pp. 44-51.
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He had first-hand experience with inmates of‘the

“{nstitution, for as Sheriff he had engaged in the apprehen—

sion of runaways. Besides providing one reason for his ap-

pointment~aﬁ executive, his experience as Sheriff influ-

enced his neﬁepectivee. His perspzctives and‘attitudee
were also shaped by the facc‘that he had resided in the area
and- knew the 1nst1tution. He was a few years older than hils
predecessor; this, together with his limited formal educa-
tion, explained his more modest ambitions and his interest
in the executiveuhip as a career goal.

He, too, held simple views. of human behavior and of
the nature, causes and cures of delinquency. He didn't em—
phasize detachment, as his predecessor did due to his 1im~

i1ted educatiqnal background. Instead, he was able to ex—

‘press and communicate his-natural warmth and 1nterest in the

boys. . Occasionally, he would stop and chat with them. He

'would.ask them how they were getting along, whether they

hadlheard frem their families and ir everything was alright
at home. Both of these executives asserted tnat lack of
parental interest che railure‘of parents to teach tneir
children "right“ rrom "wrong" ‘and tne lack of good examples
were the causes for "»hese boys going wrong. Both sus-
tained'an essentially,moralistic view cf behaviorvand'held
ﬁraditional bellefs about the family and the relations be-
tween adults and children. e. g., "children should be seen

and not heard "

The long perioduduring which the researcher observed
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the institution provided the basis for a relationship that

: %w"’

enabled Smith to share many of his concerns and questions;

‘Despite hls pride in the low run-away rate and the overt

good behavior of his boys, he raised questions about the

institutlonal design that he had inherited and perpetuated.
His limited education and Lhe uncertainty of tenure fos~
tered his insecurity. On the one hand, he needed to present
a good image, and this led him to be defensive about ques;‘
tions that appeared to cast aspersions on him or his admin-
istration. On the other hand, his commitment teAuis posi~

‘ tion and his genuine concern for the bcys'enccuraged him to
seek advice, suggestions and answers to his problems. His
eariy distrusc of prdfessicnals--who mightyjeobardize his
control anduhis position—4u1£imately gave way to a marginal
_ acceptance. However, he was ‘more comfortable 1nnovating and
coordinating changes to the physical plant than to the pro-
‘ gram. But he did institute a number of program changes to
.bromote fairness, to maintai1 order and to secure more ef—
~re¢tive dccomplishment of the goals he set forth. These :
,changea were generally consistent with his simplistic per- .

i SDective.

Succession and Special Mandates.«—The two executives took

»orriee under ‘totally dirrerent circumstances.' Jackson
called himself a "trouble shooter" for his party. He tOok '
office after severe criticism had led to the removal of the

executive who preceded him and who was an appointee of the
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.game party.\ Jackson, in his own wdrds, had-been“"given'six
: months to clean the place up." The mejof'complaints that he
cited were those ‘of laxness in the administration, poor dis-
¢ipline among the boys and poor morale among the employees.s'
Other sources suggested that the emnleyees were exploiting
institutional resources for personal gain, €.8. faking milk

from the dairy and produce and canned goods for home use,

taking lumber and using inmate 1abor away from the institu—
tion's grounds.6 The compensation authorized for inmate
labor was reduced fron fifty‘to twenéy—five cents an hour
during his administration. The report of tne citizens‘ com-
mittee study, particularly the more concrete and visible ob-
jeets of criticism, provided gulidance for his efforts in the
1nstitution.7 To the extent that funds were not provided

for some of the specified needs, he was free of responsi-

bllity. To the extent that he could manage visible improve-
ments frcm the existing budget he enhanced the reputation:
of his administration. » |
Two other fanfs bore signiricantly on the situa-
tion when he took office. His party was the minoritybparty
in the state and the election of a governor two years. earl-

ier was an upset. One explanation for the upset was the

B

SIbid., pp. 69-72.

6
: "Note the similarity to tne "indulgency patter“
gnder 01d Doug,' Peele's predecessor in Gouldner's study.
ouldner, op. cit., pp: 45 56.

7Street Vinter, and Perrow, op. cit., p. 69.
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oppoﬁition candidate's administration of the institution
; fourtéen years earlier. He was alleged to have sold and
leased mineral rights of the institution. His defeat made
f the institution and its administration, at least temporar-
. 1ly, an 1issue in stategeleotions.' The few‘additional seats
" in the legislature galned as a }esult of this election did
not permit Jackson's party to control confirmation of ap-
pointments; Also, his party could not control the passage
of legislation, except by negotiation and by oreéting pub-
1lic issues. Since the opposition had the votes‘tobover—
ride a veto, Jackson's party was unable to bargain strongly
for leglislation. Furthebmbre, the opposition still con-
trolled appropriations. t
The second important fact has to do with the defeat
of the executive's party at the mid-term election. This
created what iackson calléd a "patronage Jjam," more job
seekers than controlled positions. This was a maJor scurce
of pressure and he indicated that as a consequence it was
1mpossible for him to obtain the.quality personnel that he
desired_for résponsible positions. it also'médg it neces-
Sary‘for'him to get fid of the few holdovers from the other
party's administ:ation‘to‘meet‘patronage denands, and this
In turn led to local unrest and criticism, The defeat at
the polls further weakened his party's bargaining position
‘1n the 1egislature. It reduced the executi}e s lobbying
potency, since fewer members of his party were present to

Support and negotiate for institutional interests.
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In contrast tp Jackson, Smith took office in a tra-
ditional manner. "_"'Although he had patronage obligations, he
could not immediately 1nfiuence appointments ﬁo the more re-
sponsible pdsitions. A1l initial appointﬁents 1nvolved‘po—

iitical obligations. Since the executive was not established

in his office, he lacked both criterla for evaluating occu-

pants of other positions and power to interfere. Management
implies povwer to regulate roles and assignments, as well as
to negotiate with higher officials, When he first took‘or—
fice, Smith had hot yet tested the strength of his sponsors
and the extent of theif support. His 10531 background, pre-
vious political service and appointment afforded some measure
of control over appointments to lowef stafr positions.  He
attributed his appointment to his role in the election vic-
tory. His parfy“s success at the local level was credited to
his sgggestion that the institgtion should not be used as a
1pqal 1§sue. He had, however, in his own right, considerable

lpcal influence and could have been re-elected to office, if

"that had not been prohibited.

 He, too, had the mandate to manage the institution
80 1t would be a credit to his barty. His local ties made

him sharply avare of the criticisms 1gve1ed against prior

1administrations, é.gi; the minerai leases supﬁosedly re-

sponsible for hils party's defeat four years earlier, the
charge; of laxity leveled at the executive that his prede-
cessdr-replaced, and criticisms against his predecessor as

well, §1nce bbth'exedutives were from the same regional
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cult&ré,,31milar models of institutional programs were
availsble to each; they also shared underlying bellefs, -

values and implicated techhologie's.8 In general, thetman—

date pnovidédjeaeh was comparable, e.g., efficient adminis="

Qratién, no ‘scandals, and in unspecific terms to retain and
correct the boys in .thelr care. But Jaékson had ﬁhe "alean
house" mandate and the implieit guldeline of the citizens'®
committee report in addition to the others.‘kAs a "trouble
shootéy," we could specuiate that Jackson 51ght have had
more power and freedom. ' A-crisis m%ght~portend changes in
organizational character.9 He was well aﬁare, however, that
the cireumStances of his appointment reflected the potency
of’rumors and local opiﬁion. Although he attempted to be

circumspect and to avoid trouble in the local community, the

. faet that his residence was in a neighboring county limlted

\1m 1n dealing with local responses to»institutional events.’

But, as Jackson said, "Smith d1d not have to worry about

~discipline and order, he had straightened things out." This

i0

suggests @hé succession phenomena reported by Gouldner™™ and

12

by Guest, * ¢.g.5 a reaction to the admlnistrative style of -

R 9
the predecessor.

ugra, pp. 61 62.

s 9Selznick, Leadership in Administratinn, b . cit.,
pP. 100109,

A0 Gouldner, Q. cit., pp. 45~ 101.

O Robert . Guast, "Managerial Succession in Complex
ganizations " American Journal of Sociology, LAVIII (Jan.,

‘1963), pp. K7~ 5“.
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Organlzational Character.-~~Infitlal observations provided no -

" indication of a change in organizational goals. It'aggeara
that thé‘character of the instltution continues even when

211 but‘oﬁev5£aff member changes. Only the chaplain con-

tinued fromrﬁhe predecessdr's administration.

The transition perlog was:commented upon by staff
employed during the time of thils study. Every 1ndividual
1nc1uding the executive, felt that the person wbo held the
Job before him should have remained on the Job loqger tp
help him learn his duties., In some cases the‘prio; ﬁosi—
ticn holder had departed before thé replacement arrived, as
- a result someone unfamiiisr with the Job had to brief the
new person.' it~wou1d seem that the press of daily opera-
tions in a simply structured program sweeps new people into
an easily acquired pattern of activity and allows ror minor
"djustments with the passage of time, all without untoward
 [‘1nG1dents. s§ch a procedure implies transmission of
form without subétance or rationale. The lack of under-
standihg precludes questions. Sinée the purpese lying be-
{hind practices is unknown or obscure, a technological basis
515 imputed, The process described above 1is a "retreat to
echnology," and denotes a "process af sanctification" and

he displacement of goals. 213 mhe very insecurity of a

12
P, Selznick, Leadership in Administration, op..
Eit., pp. 7h-82. .

" ,
BR “Ks Merton, “Bureaucratic Structure and Person-

;}iﬁy in Social Theory and Social Structure, rev. ed. {(New
ork. The Free Press, 18577, pp. 200~202, ) »
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new position‘promotés overconformity and’routinization,
wﬁich ultimaiély become the sources of comfort and forestsil
change.  The eﬁ&s which'the practices were designéd to serve
are forgétten or ignored in the process and the risk of
change apgear-stagggring.

The Chaplain, whose posltlon wis supported by a
council of churches and who at the time of this study had

served in the institution for seventeen years, ués a logiecal,

'objeétive, and informed source of information and guldance

for both executives. He served the successor in that man-

ner ror'about threegyears.lu.

‘The Elaboration of Organlzational Purpose

In this comparison of the goals specified by each ex-

ecutive we are not merely interested in sétting one set of

.goals alengside another. Rather, our purpose is to indicate

-how the goals and strategy of one executive provided the

bgsis‘for‘Selectiﬂg'the rep;acement and the mandates of the
reﬁlacémeny: Euither; it is ngcessary'at this point to in—
dicate how the stfétégies of the executive bear on the en-
vironmental relations andlintérnal behavior of fhe_orggniia-
tion, for, in the fiﬁal anélysis, 1t 1s what the organiza-

tion does and the terms employed in the environment to re-

spond o opganizational activity that constitute the 1ssqes

14, S , '
. .The 'shift in the executive's orientation to the

Chaplain may be traced to two events. One is the appoint-
ent 5f a llaison person from the parent organization to pro-
mote;}ncreased emphasis on rehabilitation; the dther was ‘the’
Placing of the Chaplain on the pay-roll of the institution.
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snd criticisms pressing for executive replacément.

The political considerations in the life of the in-
stitution examined here &re obviously important; they sug-
gest that the purposes of the organization are politicai
rather than corbeétional. " But we aréue to the contrary. It
is assqmed here-that the mofe'prﬁminent Institutional issues
become in a politica; campaign the greater focus will be nof
on the traditioﬁal political uée of the organization but on
its substantive activities. This iS'pafticularly lilkely
under'conditions that have made polltical patror=n<e, which
requires underlylng consensus and support, a tradition. How-
ever, as Ohlin pgints out, making a public issue out of or-
ganlzational pracﬁices does not predicﬁ the outcome.15 “Ac-
cordingly, considerable.risk is incurred by the 1nterést
vthﬁt promotes a pub11d 1s$ue. (This 1is taken up in detail
in the next chépter.ﬁ .

Crucial to our anai&sis is the notion that tﬁe

goals specified‘for Juvenile correctional 1pst1tutions aréﬁ
in part, implicit in the institutional issues that become
public and that_they are to be treated as one of the.envi—
ronmental influencesvthat thé executivé must cohtemplate.
The following statements of Jackson's major goal as—
jirations provide a basis “for examining the variatiOns mani-
ted by the successor. Jackson defined limited and simple

hange objectives which were dependent upon obtaining

1~ 5L1°¥d Ohlin, "Conflicting Interests in Co"rPction-
ObJectives "in Theoretical Studies in Social Organiza-

on of the Prison (New York: Social Science Research Loun—
11 19 0), p. 127. . . .
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compliance with rules and expécted overt compliance, submis<

16 Somewhat more

sion to authority,'and~deference to adults.
positive nétions than t?e executive expressed were included, -
along with the phrasesithat appeared,‘in the official state~
‘ments of purpose. - Smith, while initially adhering to the
same expectations, latér tried to temper them. ‘Tﬁis was ac-
) complished by'reducing 11ne~staff:authofity (cottage parents
and detzil supervisors) and recognizing situational and In~
dividual differences. . How the successor attempted to balance

order‘and_compliance with the understanding»and concern that
he believed his program required will be'discussed,in the
next‘segtion, which is on the staff-inmate relations.

" Although both executives held similar views on the

causes and cures of delinquency, the successor questioned

the program and developed the view that the client popuia-
tion was quite differentiated. For eiamplé, some baoys were
:hopeless and cieaﬁly gid not-even belong at the 1nst1tution{r
most of the boys, particularly the younger ones, were normal
and deprived, néedihé to learn right‘from WPong‘frbm cdn— .
cerned persons and-to acquire vocac'onal skills and good

. Work habits 1n order ‘to provide for themselves. He also

questiqned the‘gnilateral strategy.17 Smith indlcated that

¢ unless adequate home environments and help'were provided

= ;
Street Vinter, and Perrow,fog. cit., pPp. 52~ 53.

‘ 17“Un11ateral strategy" refers to the . ‘assumption
at the institution, ¢hiefly by itself, can produce the

ilasting changes in the inmates that society demands.
)Ibid‘! P- 8 .
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for the rele:sed inmates, the unchanged circumstances at

home would soon con;ribate toward the;r return t6 the 1nst1-.
tution. Although the'coﬂditioniné theme of his predecessor

was maintained, with the passage of time Smith recognized

the difference between voluntaristic compliance and coerced
compliance and sought to invoke changes with a more positive

18 e haa 1ittle understanding of the sophisti-

connotatlon.
cated and compiex concepts of mental'healih apprééches, but
he possessed considersable sen#itivity about human feelings

" and behavior. . These sensitivities weré most readily dis-
played when‘hevuas secure and unconcerned about his own
_imagé.yf - , ‘ ' .

The 1nclination1to dirferentiatevthe population. and
the zreater‘émphasis on undefstanding‘and concern demonStrat—
ed by the anCessor méy be'trACed in part'to the paﬁernalis-
tic segment of his traditional orientation to youth and the
1déaa that‘he ﬁelé about the contribution of the ﬁamily to
delinquent behavié; and the fact that he wés not committed
t§ detaéhment. ,Aiso, the,orde? épq harshﬁess of his prede;

cessor's aﬁminiatration~were.among the criticisms of that

b lsThe treatment mode of the predecesscr may be:
Vlewed as a simple form of operant conditioning, in which
"aversive stimuli and punishment are administered on a fixead
ratio schedule to extinguish deviant behavior (undesirable
or non-conforming). = Both, the excessivé use of aversive
Stimuli and punishment: tend to produce undesirable effects;
in addition to . the humanitarian considerations involved.

. The addition of positive reinforcements (rewards) for de-

¢ 8ired behavior (confoirming) 1is more ‘easily maraged than the
removal of aversive stimuli. Also, the reduction in the
frequency: of punishment lessens the probability of undesir-

able effects;
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administration and thus became a part of the "definition of
the situation" when he took offiee. Recordingly, althohgh he
could not risk "laxness" and was still strongly committed to
deference, complliance and order, his mission required a
sof'tening of the discipline.

Illustrative of Smith's approach are his changes in
the employees' handbook. The following statement presented
in Street, Vinter and Perrow indicates the position of Jack-
son and his 1ink‘w1th the past:

The School exists to train delinquent boys so that
they may become useful clitizens. We may not succeed
with.all boys, but the training given at this School
will determine the lives of many; and it 1s of utmost
importance, to the boys here, to thelr families, and to
the communities to which they will return. Occasional-
ly, an employee may lose hope of the reclamation of a
boy, but he must remember that he will not succeed with
all boys. Fairness, firmness, and faith are very essen-
tial in reclamation. Boys are quick to detect favorit-
ism, laxness, and loss of confidence.. Punishment is at
times essential . . . but 1s never an end in itself and
must be used with understanding.l

The statement 1s‘idehtica1 with one used by earlier admin;s-
% 'tretors appointed by the opposition and appeafed in several
% ~versions gg;gg.to Jackson's tenure. His only chahge was In
the emphasis added by the 1talics. Such changes, which;occur
throughout the entire handbook reveal not one modification
iin wording; Only italies, which expressed Jackeon s deslire
ito restore order in the institution, were evident.

Smith's 1963 edition of the handbook, while retain-

ing Jackson's emphasls, omitted ten percent of the earller

SO
Stveet, Vinter, and Perrow, op. cit., p. 50.
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content and increased the content by fifty percent. The
changes included a complete revision of the inmate rank-
system and made the criteria and rules for grading the be-
haviof of boys and the pasis for promotion, discharge and
parole explicit for the staff. It provided increased em-
phasis of privileges, as well as information about the rules
on correspondence, spending money ahd gifts which had been
sent to the inmates' families. Despilte its'explicabién of

rules and procedures, it acknowledged the importance of at-

titudes as well as behavlor. : The executive hoped to help
his staff by clarifying the basis of some of the institu-

tion's rules and decisions.

Executive Orientation to Staff-Inmate Relations

Consistent with his simplistic notlons of human be-
havior and limited change obJectives,kJackson expected the
status and power distinctions between stafr‘énd Inmates to
" gulde their relatlonships. Ihmates were to be respectfully
obedlent and immediately accede to all staff requests and
orders. Staff Were‘expected to maintaln thelr d;étaﬁce,
act upon the inmate, and enforce negatlive sanctions to se-

cture proper inmate behavior, ". . . close or intimate rela-
20
n

tions and inmate voluntarism were not to be fostered . . .
Detachment, impersonality, firmness, respect, discipline, -
command, ete,, describe the staff stance desired by the

H Efidecessor. More severe sanctions had been 1nstituted,‘
: 20

Ibid., p. 52.
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although critiecism forced Jackson to re§uge thelr severity
later in his regime.?l The Inmates were expected to comply
deferéntially‘to all the rules, requests, commands and or-
dgrs invoked by>the staff. Smith, as previously mentloned,
did not attach the same significance to staff detachment

and impersonality. 1In addition, with the passagé of time,

brivileées and rewapds were included 1n‘the compliance tech-
nology; these modifications added poéitive reinforcements
and the loss of rewards to the conditioning process.

Desplte rules that required executive approval of
corporal punishment, the staff édministered physical pun-
ishment without approval and with considerable freedom dur-
ing Jacksqn‘s term. During Smith's administration,lline
staff, such as cottage parents, work supervisorg'and farm
pefsonnel, had less aufhoriéy and autonomy in cértaip areas

(punishment and releasé). The executive thus attempted to

‘reduce the harshness of sanctions-and to'pfomote_voluntaris—

tic compliance. These efforts were consistent with the im-
portance thgé Smith aﬁtached to understanding and concern.
This policy ﬁay’very well have been a responsebto the re-
port of the earlier study, Street, Vinter and Perrow, which
was av§11ab1e to him. TIn that document, Jackson was re-
ported to have expressed surprise abbut his staff's lack of

concern and interest in the boys.22

pig.

22
-Ibid., p. 266.
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‘Among the successor's objectives in changing the in-
mate rank-system was & reduction in the use of inmates to
control their peers. Smith felt that inmate authority over
inmates wés inconsistent with the progfam and the goals
that he defined for the organization. The inmate rank-
sygtem was more explicitly related to release and to the
idea that a boy could earn his way out of the insﬁitution
than was that of the earlier proéram. Accompanying thé
several steps toward release were increased rights and
privileges as well as increased trust and responsibility.
Instead of contfol'by coercion, fear and sanctions, the
changed ‘program contemélated cbntrol by positive leader-
ship qUaliﬁies and example; Nevertheless, the residue of
an earlier millitary model program was evident. Conformity
and compliant béhaviorAwere.the main criteria for success~
ful adjustment of the inmates.

Jackson; to the contrary, employed and‘exploited
client Inforral leadership whlle asserting that‘thére was
little that the 1nﬁbfmal inmate groups could do to threaten
staff control over inmates. During Jackson's administra-
tion, a system'of ranks- and priVileges had been empioyed
to legitimatize the coopta*ion of the inmate informal lead-
ers.23 That program had been initiated many, many years

earlier and QS rarrieu over 1nto the predecessor's regilme.

EIn exchange for their assistance in managing and control-

ing the other inmates, 1t provided inmate leadeérs with

*3bia., p. 53.
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bécter wak assignments and the power to prescribe punish-
ment and 1nflﬂehce the felease dates of their peers, The
practice of using inmates for orgaﬁizational purposes other
than the change goals was deeply imbedded in the operation
of the institutlion and for many years was part of the or-
ganizafion's character.za Accordingly, the practices which
Smith attempted to modify were highly resistant to change
and the extent of change was modest. ‘ V
Several factors contributed to Smith's inelination
to modify this-aspect of the program. First, he believed
that earning oné‘s own way and being éucceszul in competl-~
.tion with others was the basis for getting along in the
ocutside world. Second, he held a somewhaé more positive
and differentiaﬁed view of the boys, anéd this supported a
new interpretation of the syétem of statuses and privil-
eges. Third, he was 1nf§rmed about his predecéssor's ad-
ministration through the‘report of the earlier study; v
Fourth, he was more certzin about the perspectives aﬁd
loyalty‘of bis staff. Nevertheless, most of the staff that
had extensive contact with the des had limited education.
While they endeavored to meet the expectations placed upon
them, their’backgrounds and limifed ékills mitigated
asa;nst‘chaﬂges.in the traditional practices.
~Another'practice that derived from thelcharactef‘ l

and tgaditions of‘the institution was the ‘'use of the boys

o — , :
V.8, Government, Children's Bureau, 1946, op. elt.
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for meeting sustenance and care goals of the organization,

ey mainfaining the physical plant and.facilities and
working in the farm program. They produced a large por-
tien of the institution's food and both executives set
high priority on. farm production in validating the effil-
ciency of their administration. Howeyer, 1t is exceedingly
difficult to inventory farm produce that has %o pass
through many hands. Therefore, the exact amount that was
produced and its eontribution to the boys' diet was nof
clear.  Smith believed that staff during the earlier admin-
isﬁration’had_rreely.helped themselves to food produced by
the farm and on one occasion, when he learned that scme of
his staff were taking milk from the dairy for their own.
table use, heywas purple with rage. But the prevailing

rural values and "farm culture” in America have made "keep

a part of the contract for farm labor. That, a;ong with

the local population's proprietary interesb 1n the 1nstitu—
tion, tends to support both staff use of farm produce and
the institution's use of inmate labor. In this area, there‘
was one observable difference between the two administra-
tions. . Smith tr@ed to strengthen the interpretation of |
inmate work on the physicel plant as voca@ionai training.
About midway in the study he secured his own appointee as
chool Principal and with this man he moved to balance and

ntesrate the academic and vocational education programs.

o?

ince the prinoipal was clearly a choice of the executive,

was able to reduce the farm program s disruption of
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educational activities. During the predecessor's adminis~

tration, the crop schedule came first.25

Executive Strategy as Role Performance:
Balancing Diverse Expectations

Thus far we have consldered executive strategies as
an explication of a serles of pre-conditions that shape those‘
étrategies. We have indicated that strategies_viewed aé
means for’dealing with conflicting demands and problematic
issues willl provide a basis for projecting the organizational
behavior that should cobtain, both externally and internally.
Internally, the goalsvformulated‘by the executives, the poli—
cles that they developed,‘the organizational technology em~
ployed and the character of the institution provide a back-
ground against which the internal behavior of the ofganization
can be examined. fhe slight differences in goals leads us to
hypothesize few changes in the internal structure ahd‘to an-
ticipate minimal ehange in the perspectives and sub-system
relations manifested by staff and inmates. Externally,IWe
mayAQigw the replacgment as a disruptioﬁ.of role relation-
Sh1p§ in ‘the cruéial boundary position of the organization;
also it éons@ithes a change in the position holder in lieu
of abridging a segment 6f the role-set (thch permitting
an execu@ive of tﬁe opposition party.t6 éoﬁtinue to serve

would accomplish).26 Together, these provide a basis

25, '
5btreet Vinter, and Perrow, op. cit., p. 52.

26 )
nee G R. K. Merton, "Continuities in a Theory of Refer-
ce Groups and Secial Structure," op. cit., p. 379.
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for comparing the modal "role performance mechanisms" em-
ployed by our two exe’:(utzives?7 We are particularly éon-
cerned ﬁith how the range and volume of transactions‘are

influenced by executive role performance mechanisms and the

way in which the goals that have been formulated both bear
on and are influenced by the mechanisms employed.
The transactions that we focus upon are the follow-

ing: The flow of information regarding the organizational

'1mage, resources and markets (funds, personnel, inmates,

technologies, post-discharge placements, etec.), and the
sanctions which influence coordination and coopefation with
é}ements of the organization sets that are relevant.z8 The
mechanisms are conceptualizgd’in terms of the manner in
which they restrict observabilit& or seek té modify ﬁr ac-
commodate to'ﬁhe demapds expressed. Theldemands may bel ‘
modified by influencing elements in the organization set.
Whicﬁvelementslare subjected to influence bears signifi-
cantly on expeétations impbsed and the congpﬁency and bal-

ance of pressures among elements of the organization set.

'It is assumed that we are dealing with conflicting and am-

'biguoua demands and that the boundary role encumbent must

perforn in a manner which proterts his status. ' Presumably,

2 . : .

7N. Gross, W. S. Mason and A. W. McEachern, Ex- :
lorations in Role Analysis: Studles of the School Superin-
tendenc Role (New York: J. Wiley and Sons, Inc., 1957).

28 : ' \ y '
o "W, Evens, "The Organization Set™ in Approaches to
vr anizational Design, J. D. Thompson, ed. (PIttsburg: Uni-
ersity of Pittsburgh, 1966), pp. 173-191.
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the choice among elements and of mechanisms 1s conditioned
upon an evaluation of the sanctions and power of elements
of the organization set and the executive seeks to minimize
costs to the organization in avolding the most severe nega-
tive sanctlons and in obtaining the greatest rewards in
terms of positive sanctions.

Although the terms used above may be applied to a
situational analysis, we are concerned with modal patéerns
which reflect the style of thevexecutive and describe the
type of foreign relatlons that he belleves appropriate.
¥hat he belleves appropriate'stems on the one hand from the
goals that he formulates and on the other hand from the way
that he views the environment. At the most general level
»fhere_are four dimensions which reflect orientation to the

environment: (1) fatalism (resignation vs. optimism),

(2} time pe?s§ectives (immediacy vs. 16ng run), (3) tradi-
;tionalism (authoriﬁarian vs. innovative), and (4) specific-
ity (concreteness vs. abstractness). Each of these dimen-
slons holds 1mp11éations for the type of poli;y that exécu—

tives‘uill establish in deaiing with the environmenta29

29These perspectives are based on responses that
have been attributed to "powerlessness™ and "alienation."
They are related to modes of orientation that are derived
ifrom. lack of ability to manipulate or control the ehviron-
ment.. Thelr use here is based on an a prior! notion about
&culture system" influences on means-ends relationships. -
ihe theoretical antecedents are Merton's work on anomie
and a large body of literature on lower-class perspectives.
he ba,sic,assumptiqn.is that instiltutions incorporate val-
gsiand perspectives consistent with their position in the
rc al system's status structure of, organizations, e.g.,
ganlzations at the bottom of the "totem pole,"

v
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The executives described both tend to have perspec-

” ' : k tives which are closer to the egd of the continuum refer-

. ' 'enced‘by ﬁhe first of each palr of terms mentioneﬁ in our
1isting. However, slight variations derive from differ-
ences 1a‘background'and commitment. The polltlcal use that
fhe predecessor made of the position esnd the "erisis™ when
he took over the position lmply greater immediacy in his
orientation to the envifdnment than would be the case for
the successor, who identified with the pesitlon as the apex
of a career. The‘bolitical conditions for Jaskson, a minor~
ity pafty membef from outside the county, suggest circum-~
stances that would bé less amenable to his influence; they
also imply that he prébaﬁly would be more fatalistic
gbqut the environment. His background as a teacher and
politician tend to support tradltionaliaﬁic perspectives,
buﬁ probably'np more 80 than the raiquad éxperience and
office of sheriff did for tbé successor. Even though both
executives were strongly oriented toward concreteness, the
differences in education and the local baskground of the

'successor might suggest a greater inclination in that di-

rection. .

. Summary

The earlier examinatiocn of the influences on the

'Ezvi Perspecgives much like people at the bottom of the ‘
1n903m pole.”  The prevalling reglonal norms are described
. Chapter 3, along with references for. the above perspec-

givii- It also appears that the dimensions above may be
eip cable to the analysis of the internal strategles of
ecutives, . : .

spmeni
IR
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executives' strategles and goals indicates both similari-
ties and dirferences.‘ First, despite comparable views and
perspectives.about human behavior and about human relations
principles for managing people, the two executives differed
in their views:of the executive position, in their ambi-
tions;, as well as in %he routes they traveled in attaining
the executiveship. Jackson was more self—assured; more ex-

pansive and better educated. Second, he took Effice in a

crisis and operated as a member of the minority party and
as én outsider’in the local area. ‘Also, he was subjected
to greater patronage'pressures than Smith, who used his

local background and longer period in office to extend his.

“influence on the patronage system and to exercise more

choice in filling 1nstitntional positions. Third, Jackscn's
background in a traditional institution (education) and the
legislature tended to contribute to what Street designated
"resigned conservatism 130 e executives differed in the
gbove respects; but the characteristic which most sharply
ieparated Smith from his predecessor was his loecal origin.
He shared the local proprietary interest in the 1nst1tution
and 1ooked upon himself as a representative of loval inter-
ests 1n statehouse activities. ' For example, he obtained
information on contracts, emphasized locai‘needs and provid-

ed Jobs for local residents. The fact that he could exer-

;cise more influence on appointments enabled him to bulld a.

30 ) .
Street, Vinter, and Perrow, og ci t p. 265.
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staff that was obligated to him‘and loyal to him. Never-
ﬁhelesa, the many ideas and vievws that the executives had
in common, forces us io conclude that the environment pro;
duced‘cahdidates with similar perspectives and that the de-
mands of the pérty syétem reinforced the selection of tra-
ditionally oriented, conservative appointees. Ve would ex-
pect the representative of the minority party to be more
déviant than a majority party member in regards to pefspec-
tives and ideology; bué that did not appear to be the case
here.

’ The discussion of the perspectives, aims and pro-
grams of the two executives emphasizéd the distinctions be-
tween the two administrations, yet'in some respects they
were much alike. The differences served to link certain
areas of aims and goals with the organizational outcomes
that 6er1véd from the executive's strategles. Both‘execu-
tives emphasized visibleyf?atures of the 1nét1tution, such
as the physical‘plant, farm productivity and the escape
rate. These are unambiguous and concrete phenomena, which.
are consisten; with a simpiistic view of organizational
. purposes and ready evalﬁahion of accomplishment. ,

Both administrations Qere strongly tled to the tra-
ditioﬁs,tbat they inherited, but they occupied thée execu-~
‘ tive position under significantly different,circumstances;
and thgéehshaped their misslons and the use that each made
Y of the position, ‘Fufther, both executives were highly de-

Pendent upon the information provided hy a noh-poliﬁical :
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‘staff member, the Chaplain, whose long tenure and inde-
péndent ‘auspices gave legitimacy to his views and fostered
identification with traditional perspectives and crucial
featurés_of the organization;s character. Only after threé
years 1ﬁ office was the sucéessor able to realize his de-‘
peh&ence on the chaplsin and his opposition to change. Sub~-
sequent to that time the successor wés more willing to'risk
program changes. Co-incidental with this shift was a change
16 the power balance within his own political party. His
continued tenure was contingent upon support from the fac-
tion of the party represented by the head of the parent or-
ganization. The emergent péwer of this new interest and '
ité influence on his tenure rendered the successor more
.compliant in accepting somewhat more pqsitive views about
inmate potential and slightly more extensive efforts with-
in his organizationzl aims. )
Botﬁ the éxécutives held similar perspectives of
the environment, so they should be expected to use similar
mechanisms for dealing with problematic situations. den»
érally, both executives shouid be expgcted'to employ mech-
anisms that restrict observability, e.g., witthawal, in-
sulation,’barriers to movement‘across organizational boun-
daries, control over the number of boundary positions de-
fined, ete.  This holds particularly in respect to 1ssues'
affecting the organizational inage. 7 |
Bound?py transactions relating to the movement of

resources, such as money, staff and inmates require
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relationship; with the environment that are contingent, on
the one hand on the structure of the organization set,
e.g.;‘market conditions, and; on ﬁhe other hand, the bar-
gaining power of the executive. Each of the areas men-
tioned above pose'separate problems and each will be
treated separafely as we examine the external strategles
of the two executives. At that time we will consider how
the mechanisms eﬁployed‘by each executivelshape the coor-
dinative and cooperative patterns with elements of the or-
ganization sets and t@e exchange of inflience between the
'organization and interests comprising various organization

sets, as well as the affects on organizational programs and

activities.




CHAPTER V
THE EXECUTIVES AND THEIR EXTERNAL STRATEGIES

Introduction

In order to appreciate the fit of the institution to
thg environment and to uhderstand how tué‘institﬁtion adapts
to the'environment, it is necessary to examine the vehicles
by which the institution learns of environmental responses
to'its behavior. It is edually important to consider the
méans by whiéh the environment 1is informed of organizational
behavigr and the ba§cs of the environment's response. Im-
vipiicityin b@th aonsiderations is tﬁe nofion of organizatioh—

environment contact or a relationship which permits the flow

’ of information across the organization's boundary ahddprof -
vides the basis'forrinterpreting alter and gﬁiding €go.

The bdundéry,structure of the organization deter-
mines the points of cﬁnéact with interests in the environ;

ment; while environmental 1ntere5ts, which‘vary in their

advertency and saliency. in respect to the institution,
employ a varlety of relational ﬁechniqués for attending

to institutional behavior.1 The number.and range of

Obiec 1L. Ohlin, "Conflicting Interests in Correctional
*thjectivesa"‘Theoretical Studies in Social Organization of
[1980Prison”(New York: Social Sclence Research Council,

)5 PP. 1161121, Ohlin employs "advertency" to denote

-85
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environmentsl interests to which the institution attends
and the‘fgpe of boundary structure created by the executive .
are major features of the executiQe's extgfnal strategy.
The first, on one hénd, reflects his pérception of thé en-
vironment and ia 1mplicit in the goal definitlon that ﬁe
provides the organization and, on the other hand, is a éo-
tentlial source of organ;zatiQnal crisis. Fallure to attend
to emerging interests or to be aware of shifts in potency
may have implications for the level add type of resources
obtalined, the organizatign's image and even the tenure of
the executive.2 "The second also reflects the executive's
view of the environmeﬁt, but more importantly it reflects
the executive's definifion of his role and in particular his
boundary role;’

The,executiﬁe may‘give m&re or less attention to the

éxternal affairs of the institutlion than to its internal

“affairs. He may seléct personnel in a way to minimize tiles

with some segments of the environment and to maximize others
and he may establish policies shaping the external activi- -

tieg of his staff. . He may retain for himself the majority

i-or extra-organizational activities important to the organ-

lzation, or he may distribute them among staff. If the dis-

tribut;on‘of tasks within the orgaﬁizat;cn includes

:Ei Inverse of the thré$hold‘of organizatiohal béhavior to

se.%h interest groups respond and uses "salleney" to repre-
nt the scope of an interest group's activities that are

relevang to organizational behavior.

Py

Ibid.
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boundary-crossing activities, the manner in which barticue
lar boundary areas-are assigned and the'criﬁeria governing
staff in thelr external relations become essential features
of the executive's §tratégy. _

Therefore, in comparing the external strategles of
our two executives, we first compare their rile definitions,
‘especially thé.b0undary segments, and the boundary struc-
tures that they creéte. Wekthgn compare the organization's
relational pattern‘té thé énvironmént by éonside}ing the
organiZation-sets in each of four areas (protecting phe or-
ganizationfs.image, securing funds, recruiting staff, and
managing thé‘flow of ‘inmates) and by considering the points _i
of contact with the -organizatlon; we treat the organization
as the focal posifion for the organization sets and view
the boundary role definitlons as mediating the flow of in-
formation to‘thevorganization and its response.3
. In each of the above four areas we consider the
advertency, saliéncy and potency of each of the interest
Eroups comprising>thé sgt, the number and range of ele-

ments within the set, the structure of the set, as well

- as ‘the relational techniques eﬁpldyed b& the “interest
- groups, .

b : v

" From the organizaticnal side of the relationship .

Ne cOnsideb the_leQeI of organizational investment, the -

faEyan, op. cit, pp. 171-391.
Sl oo
, 3‘,Ohlin, oE5¢cit;,~pp‘ 122-126.

3
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relational patterns employed under each executive by consid-
ering thelrange and volume of transactions nlth elements of
organization sets, the distance between the elements and the
organlzatlon and the pressures . on tne(organizatlon that de=-
-velop. - We identify the environmental constralnts Imposed
on- the organization over the two administrations and the or-
:ganization’s impact on the environment.

Executive Role Definition and Organlzational
Boundary Structure

The goal emphasis of each executlve directs atten-
tion to the organizational technology employed, which in-
cludes staff quality; role definitions, and organizational
structufe. The kind of relationshlps expected between staff‘
and-inmate,assume principles 'of human behavlior which apply
equally to the management of staff. The predecessor's ex-
pectation ofuogert‘conformity and deference demanded no
speclal‘training'for steff. Desplte the numberlof'staff
engaged In §imilar’activities and the pfesence of department
heads,,the executive delegated little in responsibillty.
Accordingly nIS'role.deflnition 1nc1ﬁded supervision of all
internal activities. In aycorresponding manner, he. at-
terided to all etternal demands. The requirements to "care
for" ang “contaln“ the inmates posed modest resource .de-
mands on the executlv\. Containment was consistent hith

his deference technology and his use of negative sanctions.*‘

The need to* accommodate to oarty demands for posltions led

&t° the aCQuisltion of staff who were of doubtful loyalty.
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Jacksoh's'expectations of staff behavior, required that they
leave the Job and what had occurrgd‘at‘the institution be- |
hind them when they were away from the inétitution, but his
ability to control 1eakage‘of organizational events- to the
surrounding’community was. limited. Beéausé of his ;e;uc—
tance to trust staff, Jackson personally controlled all
Bouﬁdary-crossing activities and centrallized external rela-
tions in his own position. He discouraged outside tr1p3'for
the‘bdys_ahd‘seryiQeﬁaptiQities within the insﬁitutiqn by
volunteer'gro_lips.5 Both of these pollcies were aimeé at
avoidihg observations'of boys' behavior that migh§ be inter-
preted unfavorably for the institution. It is apparent that
this executive sought to maintain an impermeable boundary
§tructure in which he trlied to control the conditions under
‘Hhich 1nmatés'weré exposed to outside obsebvation.
 He-not only restricted staff in reépect to boundary-

érossing aétiviﬁies feievant‘to organiéational needs and -
tasks,‘but‘his refusal to accept the vaiiﬂity of any specia}'
‘ktraining‘dr education, e;g.; nis ideas about soclal wo:kers,
;led‘tq prphibiting staff, eQenlthé executive core; from at-
tending Qutsidé conferences on corrections. It'is difficult
tO'BﬁY~hdw'much budget festrictions were a part of the ex-
Planation for this policy, but such restrictions on

boundary-crossing activities were consistent with the rest

. ;,5street, Vinter, and Perrow, op. cit., p. 73.
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‘br tﬁé‘boundary structure, e.g., closely cohtrolled by the
‘exécutive.

- The executive's concern with political demands, that
the institution be a credit to the pSrty, is evident :in the‘
manner in which he defined his role. Since he was held
wholly responsible for 6rganizational events and took office
1n a-crisis situation that led to the removal of his pred—‘
éceéso}, thé most pbwerful sanctions and most relevant ei-
pectationé were those imposed by the state's adminiétratioh,
the parent organization and his‘politiéal party. That he
perceived-these condlitions as beyond his-control was evi-
dent in his ;omplaints about being unable to control fecruiﬁ-
: ment for positions.

His prior experience as a legiglator‘and as a mem-
ber of the:gommittee én penal:ipstitutions supported his no-
tion that he was better qualified to deal with fhoée inter-
ests than any other personnel. Tﬂe appointee to the soclal
sérvice staff, who.wés well placed in the party and had ties
to news_media,‘also undértook~miss;ons to the State capitol

~on behalf of the institution. Whether the geographical iso-

lation of the institution ﬁreeludea’actiye membership in
educatiénal associat1ons or ﬁhether selective fecruitment
Secured teachers whﬁsq vieak éssocigtional interests were ’
established before they beéame‘sfaff members and, hence‘Weré
°t‘3ff§¢t8d b&.instiﬁutional practices 1is not kﬁown; in

3y event, there was no evidencgjthat there was environmen-

2l-organizational contact in this area.
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Jackson's political career. aims also were integrated
in his.role defi.ition and in his extra-organizational ac-
tivities. Maintaining'control of expernal relations in-
creased the opportuniﬁies'for meeting the public andiserved
to identify him with both the 1nstitufion and nolltical ac-
tivity. ﬁe saw himself as a political figure and conduc;ed
himself.and the 1nstitution with considerable consisténcy in
respect to those aim5~and viewed the position as the means
fqr enhanéing his political carqer; ’

Although Smith's géal emphasié was similér, leading
to comparable organizational tecnnology, his satisfaction
with the position as a career goal, his perception of him-
self as a representative of local interests'and the circumf
stances of his appointment gave rise to a diffefent fole def~

inition and & different boundary structure. His definition

“of his role was_lesé pretentiosus and less expansive than that
. of his predecessor. Prevalent reglonal norms about adminis-

trative leadership lay behind both the predecessor's and suc-

cessor s use of authority and sanctions. Theses were tradi-

tlonal rather than enlightened ideas (egalitarian processes

designed to secure feed-back and Suggestions for organiza-+

tional p011c1es) and along with the political patronage sys

"tem supported elements of debureaucratization in managing

the 1nst1§ution, €e.g., emphasis on.loyalty, contribution‘ofi
the 4nst1tﬁﬁion'tb sustalning the'dominance of the control-
ling elite, personal criteria rather than technical ecri-

teria 1n appointments and decisions. ‘However, as 1nd1catud




102

earlier the successor controlled appointments. and was more

certain of staffl 1oyalty.6 At first, he created barriers

petween organizahion and outsice world and remained sensi-'

xive to and concerned with unfavorable interpretations of

organization events. By the fall in 1964, he employed a

poundary structure whichkengaged selected staff with impor-

tant elements of the envircnment, e.g., members of the exec-

utive core and department heads were sent to conferences of

associations of gimilar institutions and visited other 1n-
stituticns, as did the executive. ARlso, he expected and
recelved a defense. of the institution by staff residing in
and visiting the local community . o )

_ .. While the qualifications for staff positlons were
unchanged, except political party affiliation, the succes-
'sor s expectation of greater differentiation among inmates

and of greater use of positive sanctions by staff increased

the complexity of their assignments. . This led to increased
use of depa“tment heads, but at tlmes to;considerable cis-
isfacbion with them by the executive, and hence the suc-
cessor remained almost as fully engaged with the direct man—
agement of staff as his predecessor had been. He was able, :
. however, to use-his ‘assistant and some of the department
heads with more. confidence than his predecessor and accord-
ingly was released from some 1nterna1 and external demands.'

Giving much of his: attention to the completion
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¢oordinative task, served to make contracﬁors aware of his

‘presence. It also helped the executive establish relations

. that might serve loca) interests,

By 1964 public appéaranées and public relations en-
gagements were not crucial for him as they had beeir for his
predecessor. . He used the Chaplain, who had developed the
slides and‘narrative used in speaklng engagements by the

predecessor, to handle most obligations'of that type while

© smith uhdertook public relations in the local community.

Since his change goals were not much more extensive
than his‘pfedecessor's and the type of staff was the same,
his claims for funds were based on hls asserted intentions:
to improve care‘and facilities, purposes éonéonant with.his
oblligation to contribute to a.pbsitive appralsal of'his
party's administration. His ties with an important member

Aof the leglislative committee on budget and his efforts to

help local_interests’secure staﬁe contracts both required

"private" rather than "public" actlvities. This was also
true of his -activities witﬁ law enforcemeﬁt agehc;es and
Judges; which‘he undertook in order-to obtainhinmates coh-
sistent with his goal emphasis and his view of delinquents.
’ Although some features of the.administrativé s;yie
of the‘two éxecutivés were similar, the orieﬁtation of the
Buccessor to local community 1nterests, the dominance of

‘his party and his 11nks wit‘n Taw enforcement and judteial

interests helped shape his boundary role ina mahner that

'ab distirct from that of Jackson. The resulting boundary

——
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étructube engaged a larger number and a wider range of staff
4ﬁ boundary-crossing activities and permitted Smith to con-
centrate in areas that integrated hls strengths and his goal
emphasis. - ‘
Initially, Smith sought to insulate the institution
from the environment and to manage, personally, the external

affairs of the institution 1like his predecessor. In the

fall of 1964 he relaxed his controls over boundary-cfossing

activities and began to engage the Institution more fully
with environmental interests. This Qccﬁrred under preﬁsure
from the parent organization and was precipitated by the ap-
pointment of a lialson person with vocationai rehabilitation
background. This circumvented Sﬁith;s control over informa-
tion‘about the organization aﬁd transmitted dilrectly to him.
the 1nterest of the parént organization in more extensivev
1nmate change.. This hapéeﬁed following a shift in ppﬁer
within his own party. whlle hé had been defensive of his
goals and _proud. of his low escape rate, which he emphasized

to executives of other 1nst1tutions at regional conferences,

. he apparently had resérvations derived from other perspec-
‘tives. That this résulted in some strain is evident in his
response to their 1nqu1ry uhen he attributed the 1ow escape

: rate to the weather rather than organizational practices,

e.g., 'It was a severe winter."

ganizat1ona1—Environmental Relations

Protecting the Organization s Image. This area of: executive

'Btrategy 1nvolves the broadest rangejand the greatest number
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‘of potential interest groups.
The predecessor who with his soclal service director

undertook all organizétional efforts‘in this area employed

public: relations methods. He addressed women's clubs and

similar organizations throughout the state and his seclal
 service director prepared and disseminated releases to mass'.

media. - This was a diffuse effort, but it served the prede-

cessor’s ﬁolitical‘éspiration. It also was an attgﬁpt to

neutralize'pressures emanating from the local community,

which maintained the highest level of advertency and sal-
iency of all interest groups. .Thils interest group was ex-—
‘tremely potent because of traditional, local proprietary

interests.in,state facilitles and because the local commun-

’ity had access to the institution through local residents. on
the staff. Eveots such'as’escapes required the aid ofylooal
law enforcement authorities,~e;g., the successor, in aporé-
hending escapees. Thus the community was well informed about
vorganizational events. ‘ |

Among other. interest groups few had access to in~

formation and opportunity to observe the~in§titution These
.. groups included the Citizens' Committee, the legislative

committee aSsigned to penal institutions, other committees

8851gned to study inaitutional conditions, representatives of
the Parent organization, and sheriffs responsible for deliv—
ering inmates. But the above interests could cbserve the

1nstitution only at infrequent intervals and then only for

;brlef Per19ds of time. = Their saliency was related to the
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“"political 1mplications of organizational events, the correc-
tional program énd the care of inmates. TheirApotency de-

pended upon influence over appointments,,access to ‘the pub-

e and mass Qédié and sahctions over resources (funds and
inmates). Thé?Citizens' Committee depernded upon prominent
members,.whd included the eventual governor (at the end of
thé study) and tiles with a nationﬁl‘organization. k 4
-It is obvious that the large number and wlde range
of interests constitute an organization set which the organ-
ization could contemplate and manage only with difficulty.
The publie relat;ons'methods of tpe predecessor tended to
maintain distance between the organization and elements of
the organization set. In addition, it was'a teéhnique with
minimal potential forhexercising 1nfluence.7’8’9 The sall-

ency of political issues and the minority position of Jack-

son's party provided a sitvation pregnant with risk and lim-
ited in promise. ' s k
Under Smith, the local area became an ally, which

enabled him'to focus his enefgies on interests he was likely

to influence successfully. Since the advertency of

L E. Katz and P. Lazarafeld, Personal Influence (New
York: The Free Press, 1955), pp. 1-100. ‘ ' '

B oL : .

i ~E. Litwak, "Pollcy Implications in Communigations
‘ o o O - : . +0eory with Emphasis. on Group Factors," in Behavioral Sci-
: ’ oo L L o ence for Soclal Workers

§‘-~—>————-_g~_.__~__,'E:,J- Thomas (ed.} (New York: The
ree Press, 1967), pp. 103-117. — , -

9 o ; o ‘ o
ordi .. 7B. Lltwak and H. J. Meyer, "A Balance Theory of Co-
'Primgiti L. Between Bureaucratic Organizations and Community

Y Groups," Administrative Science Quarterly, V
1966, pp. 41-%3,. itnls na ve Science Quarterly, (June,

i e T
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’institution51 behavior ig slight for most social and fra-

ternal organizatidns, the threat that they posed to the or-
ganization's image was minimal. The local environment was
helpful in apprehending runaways without bulletins to mass

media.  Among interest groups whose saliency was contingent

'On politiéal‘issués, the dominance of his party limited

sanctions. Local interests, leglslative interests, and par-

ticularly the legislative committee had supported tradi-

‘tional perspectives of correctional programs, i.e., protec~

tion of the local community, adequate (though minimal) Jlev~-
els of care of‘inmates‘and overt compliance. Therefore, it
;s necessary to examine regional trends that might reflect
any shift in perspectives during this study. ’

' During the eight-year period from 1957 (immediately
prior to the appolntment of Jackson) to 1965, leglslative
performance‘iqdicated'continual pfessnfe for moré liberal
and p:ogggssive;legislation‘in the area of correctiops, i.e.,
increased rationakify invadmiqistrative Structﬁre, increased

humanitarianism and concern with human rights, increased

 d?ffeP§nt1ation of offendars and incréased support for pro-

feSsibnaliZation of staff.  Not only was there contlnuing
Pressure in: the above direction, but there also seemed to
be 1ncreaseu public concern and support, at least to the ex~
tent that the passage of 1egislation signifies accommodation

ta the Public s wishes,10 Accordingly, traditional

10
b t bill to eliminate capitol punishment was passed
¥, the State legislatuxe in 1965. A measure to revise the
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1n§érests alluded to abpve‘were losing potency during these
elght years, and‘grcups such as the Cltizens' Committee,

child welfare interests and juvenile courts were gaining in

'potenpy.llﬂﬁother example 1s provided by the fact that there
had been no formal juéenilé court Judgés' association prier
to the fall of l96i, thus judges' influence was exercised
individually. Interviews with about half of the juvenile

Judges indlcated great heterogenelty in background, court
i2

practices and views of Juvenile corrections.

criminal code, providing assistance in the defense of al-
) . : leged offenders and protecting their rights was also passed
: C : . s the ‘same year. Both of these measures had been proposed at
} ! ‘ . . several earlier sessions.

llA measure written by the Citizens' Committee in
1957 contained provisions for: (a) an autonomous department
of torrections, (L) a non-partisan board to set policy and
_ . govern the appointment of the department head, (c) profes-

: ) » ! slonal personnel at the upper level of the department, (d)
S . i a2 merit system for lower level personnel, (e) control over
adult probation and parole, and (f) elimination of the
state board of probation and.parole.. The measure had not
been referred out of committee for passage until 1965, when
it was passed.” However, state administration argued that
the proposal had to be modified to secure passage. . Charged
‘with aiding the committee was the governor's special assist-
ant, who was head of the parent organization. In its final
form only provisions "e" and *f" were retained.

. In 1ts original form the abové measure would have
! : S : ) : L i reduced the parent organization to responsibility for only
: o ‘ 7 : -eleemosynary institutions (Homes for the Aged, Deaf, Blind,
o : ‘\ ; etc.) Obviously there was a conflict in interest for the
(RER : SR , : ' . head of the parent organization. ‘:
] ‘The" events above illustrate the difficulty of ne-
. Eotlating change with established interests and the impor- -~
tance of local proprietary. interests and patronage in the
iiriice programs. of ‘the state. Nevertheless the leglsla-
‘timlcan be interpreted as a compromise step in the direc-

L ; . e simlsuPporteq by the Citizens’ Committee and other. progres-.
i : ' Lo ; . sl Ve correctional interests. :

[ : ) ' . : Lo

. : co di,.'~A;strat1ried,,random sample of courts, ordered ac-
L . ; rr Ng:-to:delinquency rates, incarceration rates and geo-
el ETahic avea was employed. ; s Lon 1 _ |

"

S
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Although Smith had a lerge number and range of in-
terests.to contemplate, shifts 1n the structure and éotency
of some ihterestsfmade it possible to inrluence their per-
spectives and ﬁOre efficiently provide them with information
about the institution and’itS'proéram.' Under the auspices
. of the parent organization, the heads of all juvenile insti-
_ tutions agtended conferenees for Juvenile court judges. |
Executives of correctional institutlons not only had an op-
portunity to listen te ;he same speakers that had been '
) brought from cutside the reglon, but they hed an opportun-
ity to discuss their programs and to present inmates to tell
what it waé like. The ihferviews with Jjudges revealed that
few had any firsthand knowledge of the institution previous-
-1y, Sessions like that mentioned above had the potential
for‘offsetting other sources - of information and ‘gaining sup-
port for the 1h$titution's program.‘ 7
’ The situation fof.Smith was one 6f deereesing risk
and increasing'promise, although tﬁe shift within hils own:
Party created uncertainty until he was re-appointed. His
co-optation by the parent organization and the exposure of
Smith and his executive core to comparative reference organ-
~‘1zgt16nskat regional conferences for juvehile correcgional
,1“St1tUtio§;‘cOntriEuted to the medest change in goal em-
'ph3515. e. é;, somewhat more inmate ehaﬁge. _The reduced dié; '
tance between the organization and some elements of this or-
Eanization set increased the exchange of influence and

: 1egitimated the’ modest shift in goal emphasis.
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Securing Funds.--Jackson desired funds for improving phys-
lical«fac1lities, in payticuldr a swimhihg}gpol. He alsé
, : -~ wanted to improve buildingé at the 1nstitution and, in ac-
o : ’ K ’ , : ’ A i ' cordance with criticisms of the Citizeﬁs' Committee's study,
- 3‘ B ‘sought funds to improve vocational education. He was as-

slsted by his new social service director in his extra-

organlizational effogts. As a state agency, the iﬁstitution
was guaranteed at least a m;nimal level of support; Many
departments cohpeted for the state's revenue énd the share
allocated to each was contingent upon abllity to establiéh
the importanée of the department's activities, and deter-

mined its portion of the state's income. influence de~

pended upon the interests mobilized to support each
agency. k

Correctlonal programs in general have tended to rank

low among states' activities. In part because the public

has ‘been reluctant to "reward"” wrongdoers and in part be-

. cause of the tendency for correctlonal programs to keep out

’ : : of the maln stfeam of public attention. This would seem to'

R = be the case for juvenile corrections; as well, but less so,

to the extent concern with children and youth prevaii.13

Further, traditional interests and ideas about corrections.

’ ' ‘ ; : Are well established in correctional programs. Consequent-

1’; mobilizing support and increasing the share of resources

b
¥
3
1
7
i
¥

allocated tq such programs demand a high level of commitment

%214, op. eit., pp. 57-67.
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" and energy.1u

- The effort expended by the predecessor in order to

“increase his appropriation was not extensive, He did not

attempt to secure'the support of "progressive" interests,
such as; the Ccitizens! Committee or the Child Welfare Divi-
sion of ‘the ‘State's Welfare Department. He sought the sup-
portfof h1s former colleagues in the state legislature and
the help of’the_parent’organization. He used political
means to seek support in a slituation in which they could
not work, i e., as a member-of the minority party. He was
not successful in obtaining the increaoes he sought and he
was unable to obtain the desired facilities.. Jackson indi-
cated that the county in which the institution was located

dld not have sufflcient votes to ‘provide the bargalning

“power for an increase in appropriations;15

However local interests in state resources were
mediatedvthrough'the politiéal parﬁies. Local representa-
tives bullt their records in part on what they could obtain

for the area that they represented. Obviously it 1s diffi-

cult for a minority par£y~to secure. "its share" for the

areas it répreSenEs. Fuither, the appointment of an execu-

.tive:ffom outside  the Jocal county congtituted a diversion

of the local appropriations. In light of the manner in

which "pork barfeling" operates (to sustain the dominance

Ohltn, ‘2. cit., p. 128.

l
5S\;reet Vinter, and Perrow, op. cit pp. 70 =71.
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‘of local representatives), the executive could hardly ex-
pect the legislature controlled by the opposition to prdvide
the means for Iacllitaping his political aspirations.
’ ’The advertency. of correctional programs tended to
be low for leglslative appropriation35 intereéts, The

gallency was cdntingent upon political considerations and

" the potency was. a function of political dominance. The. re-

“lational technique employed by the legally cbnst;tuted in-

terests governing the alloéation of funds to the institu-
tion’was tbrough budget heafings, parent Grganization re—
ports, ﬁhe asslgned 1egislative‘committee, local legisla-
five representatives and the political party‘structure. 1t
is the last méntioned that influenéed appointments and to

which the executive had a commitment. Ilius;fative of the

manner in which inabllity to dominate legislative processes

affgcted resources, appointments and programsAwas the ac-
tion of the legislature in refusing confirmation of the

governor's initial appointeé to head the barent‘ofganiza—
tion.16

y

-~ Smith -employed a similar boundary structure for se-
curing funds, but operated ﬁnder'qpposite conditions. He
represented local interests and what he asked for was inter-

Preted as an allocation to the community in which the

“"lsThe'governor's initial candidate tried to imple-
ment»a,more_efficient institutional structure in the state;
but, because he. disturbed established interests and threat-

ened.local pr
°°nfirm'h1m? oprietary_rights,'thg legislaturg:refgsed to
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institution was located. In hiring local residents and
seeking contracts for local interests he co-opted their sup-

port in behalf of tne institution. He engaged in some lob-

- bylng with legislators, but focused his attention on the

leéislative committee ‘for penal institutions. - Because of
nis personal inflience with a prominent member of'the<1egis-
lative committee on appropriations; lobbying legislators was
unimportant. ’

The successor employed private persuasion and co-
optation of. local interests to secure the financlal support
reQuired bg his program in the institution. "In-a few years
he was able to double Jackson's appropriations. During
Smith's regime:new water lines had been installed, a new
main connecting the institution with the water syStem in
the nearby community was obtained (also, enabling the con— ‘
munity to seil more water), a new boliler had been provided
and funds were allocated for a new sewer system.

Host of the increases were for facilities and im—
provements of the physical plant but funds for additional'
staif allowed Smith to ‘extend the vocational program. The

economic recession that took place during the administra—

"tiOn of the predecessor was. replaced by an expanding economy.

A comparison of the gain in appropriations with the total _

state b“dget and with appropriations of other spending units

1nd1cated that only one third to one half of the increased
appropriations could be attributed to increased prosperity,

th‘lsthe balance or ‘the increase acerues to Smith's efforts.
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The ehief'change among the interest groups that had
relevance for funds, was in the legislative dominance of the
- party that controlled,appoinﬁments. The interests to which -

Snitth attended had greater potency and were able to control

funds in a manner to facilitate dominance. The fact that
he had ties with a member of the legislative appropriations

committee 1hcreased the sallence of the organization to leg-

islative Interests and to the parent organization. However,
like hie predecessor, he d1d~§gg_eeek the ‘attention and sup-
port of other interests‘that were committed to more progres—
sive correctional programs. The major distlinciions between
the two executives in this area are the more restricted and
focussed efforts of the successor, the Iincreased saliency to
end potency of the interests to which he attended, aﬁd the ’
‘ congruency of local inferests and his efforts for:the 1nsti~

tution. In essence Smith facilitated the integration of

grass roots and upper echelon perspectives and interests.

Starfing‘the Instituﬁion; In this area the predecessor used

the samn boundary atructure as in other areas of institu~
tional needs. The c¢chief problems that Jackson Laced were

the Dressures from the party for more positions than vere

i

i kavailable and the ‘referral of personnel that he felt were

3

:

¥

&

¥
i
B

unsuited for »he *eb.17 ‘His program did not require speclal
-education ox training, except for teachers, and the reces-—

-aion made recruitment easy. Implicit in the patronage system

”.,;;78;:eeﬁ, Vinter, and:Perrow, op. eit., pp. T0-T1.
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is the notion of obligation and loyalty to the source of
the appolntment. ~To the extent that Jackson had to accept

recommehdations'without cholce,: the loyalty of his staff and

“thelr commitménts were to other’ractions and éeographic

areas than Jacksorn's. His anti-social worl and anti-

professional blas precluded the broblem of recruitingrsuch

staff in the face of inadequate. salaries and working condl-

tions. It also enabled Jaokson to avold the problem of ac-

counting'to Interests whose perspectives differed sharply

from_his own. However, the Citlzens' Committee that com-

pleted a aiﬂdy of the institution in 1957 was aware,'through
their study, of staffing policies and“riticized the insti-

‘tution;in‘their report on this account. - They continued to

reiate to the 1nstitotion through the judiclary and -‘through

prominemt'members who had acoess‘tovthe legislature and the

parent organization. : B Ll :

The relational methods of ‘the preﬂecessor in recruit-

f‘yins staff had several observable consequerices. Because Jack-

son provided positions for party faithfuls after the,party{s

defeat at the polls in 1958, he was obliged to discharge

staff«who'had been'held over from earlier administrationa‘
and uho were 1oca1 members . of the opposition party. In dis-

'charsing them he mobilized 1oca1 opinion antagonistic to the

s JDStitution and his administration. Because of the de-

,Dressed economic state, hence the value of employment per-

se and the complete dependence upon patronage for recruit-

ment his staff idenuified with- *he economic aspects of
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1'their‘positions and with the control aspects of the organ-
"4zation's purpose (which were related to Jackson's mandate
in accession to office).18 Jackson also-faced diﬁficulty in
obtaining competent personnel for the more responsible posi-
tions at the institution because of the patronage system. :
‘ It is true that the party exercised more control..over higner
paying and more important positions at ‘the institution, but
the resourcerul administrafor is not lacking means for in—
fluencing personnel that £411 important positions. In addi—
tion, it appeared that he was more - concerned about the weak~
' ness that such appointments created in his boundary struc-
ture and his ability to control information about the insti-
tution than performance, especlally since the technlecal pre-
requisites for the positions required by his - operational
mode uere minimal.
: ~Smith, faced similar problems, but was able to deal
“'with the issues in a way that led to.a different set of
°°nSeQuences, His local origin enabled him to meet the
needs for positions in the institution in a more informed
.manner. He discriminated among referrals for lower level
starf positions.‘ He was familiar with the orientation and
‘,ba¢kzround of applicants and assured himself of their 1oya1—
‘ty, and of their attitudes toward children and the Job in
,the institution.f He attempted to secure positions for his
3 own nomineesrf Hhile he was rebuffed on occasion, he wWas.

Ve )

% able 1nithemlong run to either structure the tasks or weed

i';BStreet; Vinter; and,Perrow, op; cit., P 266.
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'outlpersonnel not‘sﬂited o the operation that he was imple-
mentihg.lg
S The sucéessorrwés much more aggressive in seeking

. . personnel to staff the Institution and many of the staff

' ﬁéd beep approa¢hed‘a§d‘persuaded‘to take the job. Economic
,cénditionsjwere better; Sut, since the state tended to be :
ecohoéically depressed, there usually was a labor surplus.

. The labor surplus aléng with the absence of educational

bpfe;requisitesvfor most positions eased the recrultment task.

‘His success in increasing hils budget helped in securing and

retaining desired personnel. In order to keep salaries

conéonant>with those in similar positions in other state

agencies he redefined some of the jobs.20
' The successoi through staffing practices achieved
better control over the extra-organizational ties of his

staff; secured personnel for his more important positions

‘upon whom he could depend and to Whom he'délegatéd a measure

of responsibility1; of course‘thé limited baékground of

T lgThe school principal that he acquired when he

took over 'the institution was subjected continually to pres-
-.-3ure from other staff and was the butt of derislon. . Finally,
in the spring-of 1964 in an altercation with a Negro teacher
he was Torced to resign, This provided another opportunity
to recommend the person that he had initially sought and
this time he was successful. Also, supra Ch, IV, pp. 86-87
- and infra Ch. VI, p. l42. - . ‘ :

i ?Qlllustrative‘of this was the division of the cot-

tage;parenﬁS' positions into two positions for pay roll. pur-

Poses By ‘providing a salary for the Spouse that was sep-

2rate.and sypplementary to what the husband was pald. The

; Pay scale was comparable toc other departments of the state
_Bovernment; yet families were.reimbursed in'a manner to

make the position more attractive. : o
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1ine staff created problems in carrying out the more com-

¢ pléx assignments,

Managing the Flow of Inmates.-—Both the quantity and qual—

ity of inmates are important to correctional institutions
for Juveniles.‘ The quality (range of inmate characteristics
such as ‘offenses, age, background; etc.) is significant for

the fit of the inmate to the institutional program. Some =

‘programsymay tolerate>a wider range of inmate characteris-
ticsbthan others; some programs may be contingent upon par-

ticular combinations of’inmate;characteristics., The quan-

tity of inmates refers to both the rate at which inmates are

recelved and the constancy of that rate. ~Since physical
'_facilities arevfixed'in,the shortvrun, either a high con-
'stant rate or'a very hiéh periodic rate may overload insti-
tutional capacity. Further, many aspects of programming do
. not. accommodate well to frequent and large variations Ao
the number of inmates. Large size institutions in particu-
_lar. tend to employ uniform procedures appropriate for an .
~undifferentiate mass of inmates in order to secure advan—
k tases of economy.' They are unable to vary the number of
staff readily. Therefore, institutions need to concern
',themselves with the flow of inmates.

i There are three areas in which the institution may

’eccommodate to or influence tbe flow of inmates. It may
f0mm on: gatekeeping procedures that impinge on the input

"°f hmmtes.’ It may vary 1ts prOgram and the program
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:inpiicetiqnsffor the length of stay. And it may act on the

‘reiease procedure, ‘the markets which accept the released in-

mates. Each of these areas. is cumulative ang interdependent’

1n 1ts effects. Facilitating the release process by secur-~

ing a large bank of homes for inmates would be irrelevant,

1f bhe program were not prepared to release -them at a corre-:
sponding,rate. Unless the rate: at which they were received

also was increased the population would be reduced. Thus,

variations in any of the three factors bear on the institu-

tion s-capacity and require adJustment and coordination with

,the other two factors. here we are concerneq only with -

‘those aspects of operation that involve relatlons with ex~

ternal interests, so variatlions in program and length of

stay are ignored for the time being.21

. The flow of inmates to public institutions is medi-

ated by the courts. The court may have a high or 1low rate

i of incarceration depending upon. the philosophy of the court,
local .pressures and 1oca1 resources for alternatives. In

part their activity is. contingent upon the delinquency

mrates and the Juvenile population in the area that they save.‘
f,‘By their policies they may influence apprehension rates,
detentiun rates and the rates of. referral to the court. 1In
vany event, eourts have some flexibility and engage 1n the

Bame tYpe of programming as institutions. Therefore they

. 21 fra, p 124 Varifations' 1n the quantity and
%gillﬁy of inmates had subtle, but important implication

: the Orgenizational ima e, the rogram and environmen;
: ’ktal.,."e-laticns - g ‘: ; P s
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are the prime object of an executive's attention, when he
attempts to influence the rate of flow of inmates, although
it {s conceivable that attention could be directed to law
: enforcement agencies or to the public at large.
The flow of ‘inmates out of institutions is mediated
vby various child -care agencles; in the circumstances that
we are concerned with, the Child Welfare Division of the
State Welrare Department and its district offices mediated
releases. The discharge of an inmate required informing
his home district of the lmpending release. They ‘had to

complete a home study to ascertain whether an appropriate

. home was available, ‘In the event family or relatives could
not provide a "proper" home, the agency would attempt to
'secure a foster home., )

Jnckson attended to relations with'the Judges
and the courts more intensely than any other single sphere
of: activity.22 The boundary structure established in_ this

: area, again involved chiefly the executive, who employed
personal contacts with individual judges and attended Ju-

: diciary conferences. 23 The court structure of the state
consisted of disparate jurisdictions, which were impossible

-to affect collectively, except indirectly by iegislation.

'fThe courts were extremely varied; ranging from highly in-
formal to. those in which proceedings were identical with

Friminal‘court's proceedings. They varied in their degree

: Street Vinter,and Perrow, op. cit., p+ T2
231b1d . ' : -
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et punitiieness and in their sophistication and familiarity

with modexrn treatment ‘programs. They were equally. variable

4n their knowledge of ‘the institution and few Judges had
visited or had firsthand knowledge oi its operation and pro-
gram.zn Thelr power within thelr Jurisc\ictions (they tend-
ed. to dominete the local political structure and governed
the allocation of county funds) and at the state level madeb
t'heir ‘supéort important to Jackson, particularly in iight
of his political amhitions. ,
‘Although trends in delinguency rates  seem to have in-
. ereased the ‘flow of deviants to the couri:s and from the
.dourts to Institutions, so that most public institutions are :
subjecte,d to vpopulation pressui‘es, this wasbnot characteris-’

tic of this institution under Jackson. They H‘ere able to

x‘etain foot;bd,ll players until the season ended and, despibe
the criticism of ‘the Citizens' Committee study and com-
plalints by . the fire mershal that the p,opula,tion exceeded
capacity, there was _no detectable concern in this area.

.‘ While a new dormitory would: have peen. accepted by the execu-
tive, he didn't perceive any likelihood ‘of. receiving enough
funds for such a proJect -and. didn't press for expanaed resi-

denta.al facilities. In 1957, a consultant from a federal .

agency to the parent organizatlon had recommended. that. th"
number or sfate institutions for Juveniles and you’ch be-:

d°>ub18d,‘before the state undertake;modernization and im-’-

Prevément of its program.

But at the same time, the parent .

L2 T e o S
5t SUPTE, p- 108. e -
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organization was consolidating institutions and placing in
mothballs those which were ‘too costly to’maintain.
’ Many characteristics of the state suggest that 1t
’;should not have high delinquency rates, although so/ne of
these same- characteristics also indicate why it would have

a ‘high rate of incarceration, €.g., low population density,

out migration rather than in-migration, predominantly rural,
‘ low level of urbanization and of industrialization, etc.
The above characteristics are antithetical to high delin-
quency" rates and are also antly hetical to the development
of local resources for devianto. Therefore, a large public
facility is an economical way of providing such ‘@ resource.
It aopears that the courts were subject to considerable
pressure, but Jackson could find no way by which he might
accommodate them.
From Jackson s statements. about the number of in-
. mates for which'his program was inappropriate, it is also
unlikely that he was concerned about the quality of inmates.
’:’AS suggested previously, his Vigorous activities with the
“court’ were relevant to his political ambitions; however, 1t
lwas also a response to demands and pressures. It had been
ocustoma“y for juoges to intercede ‘on behalf of famllies and
0 seek the release of an inmate, even though they had been
: responsible for incarcerating him. In part such practices
- may. have been an attempt by the. Judge to extend the domain
, °fthe court. (Most Judges in the state felt that the court

h°“1dﬁ‘ave authority over release as well as over probation
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trand‘paroze services.) Inlpart; the practice may have been
» an eipression of politiCal 4nfluence. Whatever the basiss
- for it, the executive needed to tread gently and to avold
'offending5judges‘that committed inmates and requested re-
" leases of inmates. :
v “In managing relations affecting the discharge proc-
ess,‘both Jackson and his new social service director were
- active. They'oOntacted'the parent organization and top
leade ship 1in the party'and state administration inyorder
to reduce the backlog of inmates vaiting for the’ completion
- of “home studies in order to be reléased. The social servs
ice director, was energetic in her effortssto have home
studies completed.25 This involved ‘contacts wi\h district
offices on occasion as well as the predominant effort to
stimulate the state office of the Child Welfare Divtsion.
Managing the flow of inmates appeared to be the ob—
Ject of as’ much erfort as managing the organization's image.
. The large number of disparate interests both for input and
output demanmed a high 1eve1 ‘of attention and effort in or-
der to maintain relationships, influence the flow of in- '
mates and handle‘the Judges requests. Yet there was ne evi-
‘dence of any change 1n 1nmate input or output.;
: Under the successor- the boundary structure incluted
°n18 the executive for dealing with input sources. In thils

a-"'33;Smi.th's experience ‘as sherifr prior to his appointment

b 5St!’eet Vinter, and Perrow, op. cit., Pe. 267.
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enab;ed him to relate on a personal basils-with the Judges

“and the sheriffs. The latter transported the boys to the

institution and were.the chief source of information to

their home community and the court. Smith, unlike the pred-

ecessor did seem concerned about overpopulation. -He com-

mented on the running battle that some of the buildings re-

quired-to placate the fire marshall. His relational tech--

niques uhich enabled him to control the intaké process and

to 1nf1uence Inmate quality,bhus,had program and through
put inplL cat:ions.26
26

Sone .of the complex and subtle implications of ac-—
commodating to pressure from courts in areas lacking deten-

tion facilities and of reducing the length of stay are cited
below. -

(2) Implicit in a reduction in the period of re-
tention is the notion that the inmates are not as "bad" as
those who are retained for a longer period. . Either they
are more amenable to the program or they are not as danger-
ous. .

(b) The belief mentioned above implies accommoda—
tion by several elements ih the environment: the home com-
minity must be willing to accept the inmates sooner, the
;ourts must be willing to accept the youth sooner and the
child welfare worker must be willing to accept the-youth,
(c) Tane notion that these are more normal boys,
i €.y-deprlved rather than mean or bad suggests that the:
danger ‘to the community in which the 1nstitution is loc ated
1s.less and is Jess likely to mobilize pressure ’ for surveil—
rlance. It alsc means that a less severe program will be
tolerated and tnat institutional events may. be 1nterpreted
more, readily in a positive manner, e.g., "boys will be
boys;" rather than "lax administration.™
(d) With "better" boys being released it 1s pos-
’sible to relax criteria for "appropriate" homes.. Thus. less
- rigorous home studies are demanded and less time is re~
- Quired for their completion. Although an increase in the
¢aseload of child welXare workers would alsc be anticipated,
the 1962 social security act amendments made ‘1s possible to
Ncrease the number of child Wel;are workers. Thus, there
Was no. increase in the size of caseloads.

¢ {e) The increased capacity to remove offenders
rOtnthe local community reduced pressure from law enforcement

S
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R Some of the Judges mentioned knowing Smith personal;
4‘19 and indicated that they called him when a former inﬁaté
was coming up for a hearing. They would'ask‘abOut the boy
" and séek -the executive's recommendabidn in diSposiné of ﬁhg'
’cése. Sometimes Smith would say, "Don't send him bﬁck
here." Judges also poinéeé‘oﬁt that Smith would call them
,t0'1e£ them know when a boy that they had'éommitted was be-
‘1ng released.'bThe reference to making a recommendation;sug—
gésts as~mUchfc6nherd with the quality aspect Qf inmates as
with quantity. >This‘was also apparént iﬁ the concern that
Smith,expressed‘one time when the institution's population
drdpped below two hundrea. Then he was worried that a lower
 popu1ation might lead to a reduction in his’budget, which‘,
hé associated'w;th per diem éosts.

The suécessor introduced two chapges in the intake
process that had 1mplications for the flow of inmates and
relations with the courts and 1aw‘ehforcement agénbies. He
Vinvoked a prbgram'or processing neﬁ boys on'oniy éertaiﬁ‘
'daYS and’at certain pimes durlng the honbh. His rationale
‘ ﬁas that he wénted to be Ehreytﬁat space was availabie 1n4
thé‘appropriéte'residence; also that, since special aciiﬁ—
1ty was required to';procés; neﬁ7b6ys, ample staff would be

aVailéble. It did facilitate the programming of staff

officers and the community on the courts. It also reduced
eriticism of local detention practices (keeping children in
Jaillp'For evidence of the affect on inmate characteris-
tles“and the type of communities providing these inmates,

. %¢¢ Table 20, Chapter VI, p. 181.
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s actlvity; but 1t also asserted the organization's control

over the intake process and perinitted more integrated indoc=

trination of new inmates. :The process could deal with sev-
‘eral boys at one time rather than a single boy at a time.
Smith complained that the previcus procedure permitted

sherlffs ‘to arrive at any hour. of the day or night, wheri in-

“take staff was not available. Inmates would be placed in
. any dormitory and would leher have to be moved. -The new

: polioy would have forced many‘communlties to keep children

1n jail (since proper detention facilities were not avail- .
able), 1f the number of admissions: had not-been 1ncreased.
Crltlcisms of local community detention practices had al-
ways been directed at the courts (the most direct and -ob-:
servable cause), rather than the 1nstitution.

' Another change that -occurred was the formation of
an’ Association of Juvenile Court Judges. "Thils provided an

arena for judges to discuss and compare 1deas. Smith at-

- tended tnese scssions and was able to 1nf1uence the atti—'

tudes oW somie Judges in regard to the type of inmate at the

‘1nsbitution and the inmates response to the program. The

level of investment for him was high in this area, but the‘
Vjpersonal relationships that he had with ‘many of the Judges
’and the development of a collectivity toward whlch he could

direct his attention ‘made his task in ‘this area ‘easler than

1t had been for his predecessor. However, “in exchange for

o 1“fhmnce over the type. of inmate provided by the: courts

a“d°°ntrol over the intake program, Smith had to handle 2
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-.'édzvfhcrease in the annual commitment rate (300-310 per an-
num in contrast with the earlier 250—260) without commensu-~
‘raferincreasefin facllities. This’was acecomplished by & re-
’, duction in the length.of stay; 1.e., 8—9‘month§~1nstead of
“‘the 10-11 months under Jacksén. -

Smith had the same problems as Jackson in facilitat-
“lng«the release of inmates, However, he used his social

service director both to obtain information on new inmates

band>€d7spur‘the‘completion of home studies. Early in his
tenure he operated through the parent organization with only
,1imited success. Better communications developed after the
change‘ln leadership in the parent organization, and after
the State Welfare Departmenbxextended its in-service ‘train-
ing‘program:rdﬁ new and existing workers, particularly fol-
lowing the appointdeht'of a professional to direct the Stete
WelfarefDepartment, Chiid welfare workers who were to pro-
vide paréle Servicee and to make the home studies visited
the institution‘as'pari of the&r brientetion training. De-
lvmands at the state level had more  meaning and the delay in’
d.processing releases was’ sharply reduced. He also 1nst1tuted
an advance notice system, whlch alerbed the ChildsWelfare
‘Division that a release was being considered before 1t be-
j’came official. Instead of sending forms to the parent or-
‘,Eanization, waiting for their return and then initiating a

| re‘luest; for a home study, the request for the home study was
fﬂrwarded at the same time the release request went'to the

‘Pa’ent>9rganization, This resulted in completed home ‘studles
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being received by the time that the parent organization ap~
proved the release.

The social service director, because she ‘had been a

j‘district director in the state welfare department at one

;time and‘had a part in the intake operation~(obtaining rec-
',ords from the courts and the Child Welfare Division) was in
an improved position to relate to these agencies and was
lsuccessful in speeding home studies,

_ Smith's efforts were diStinguished by the influence
cof his‘persona1'relationships which stemmed’from his prior
experience and a more thorough»going effort to influence
the courts.: His success was in part made possible by the
develdpment of a more integrated court system, which still

manifested a wide variety of views and practices; but the

emergence of this vehicle for-increased integration mirrored
a regional trend and facilitated Smith's efrorts to Influ-
“ence the flow of inmates.

' The increased potency of the courts' interests aris-
1ng from such a- development is obvious, baliency ‘was con-

: tingent in part upon the availability of local detention re-
sdurces and the: courts dependency upon the institution. -
Thus it was cmnsiderably higher for those ¢ourts with high
de1inquency rat es and high incarceration rates. Saliency

) Has also related to program ‘aspects (particularly length of
Stay)eand~organizational capacity. Advertency was not kigh
'bécﬁmérof tne remoteness of the institution and limited ac-

%853 to information about organizational activities. Cn the
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 ‘other hand, the Chlid Welfafe Division, because of its cen=
tral state office and tﬁe direct relation'bétwéen workers
ahd‘released inmates was characterized by high'adverfendy
and high sallency in respect to 1ns€1tutiona1'actiyities.
The wofker had to provide services to the released youth,
50 almost all‘aspects of the program were relevant; Since
the worker's load was‘contingenp upon'releases from the in-
stitution,}the workers were highly sensitive to the rate of
releases, tﬁe length of stay and program implications for

~the inmates.

Summary: Comparison of Extent and Areas of
:Environmental-Organizational Influences

Jagkson's administration was marked by greatér con-
trol of boundary transactions. His boundary structure was
mdrg restfiéted, in that with the,siﬁgle exceﬁtion of his :
Social Service Director, he was the oply membéf of the orT 
ganization who éngaged intofficial ektra—organizational ac-
f;»tivities. The relational.techniques that he used asvrdle
perrormancg mechanisms may be characterized as those which
restricted observabllity; rather than those which would fa-
ellitate elther influencing the demands and pressures on the

institution or accommodating to selected demands and pre-
;urgsf They were consistehtlwlth propositions statéd‘previ—
ousiy aﬁd‘they implied a series ok conséquences f{or the or-

‘ganization and the executive, 21228

o j;”27sngra, Ch. IV, pp. 89-90.

?B§treet, Vinter, and Perrow, op. cit., pp. 36-88.
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The-consequences are evident in several areas that

T Were pertinent‘tp>bpganizationa1 development and the career

of the executive. The limited resources allocated to the
institution, the criticism of the executive activitles and

some features of his more severe program are symptoms of

“-these consequences. In restricting obéervability, Jackson

not only avolded external Influences from impinging cn sfaff
and his probram,‘but he denied himself information on'pren
vailing trends (fhe emerging influence of progressive cor-~

rectional interests) and lacked guidance for his external

- efforts. He failesd to make the 1nstitut10n an asset to his

party and did not enhance his position within the party,.
which would have protected his career interests. Instead

of seeking hew alternatives in his "foreign relations™ pro-
gram he was caught up in the trédltional methods of the dom-
inant party. Ih lieu of seeking local support (essential
1n'the pursult of precarlious values)?‘9 anq,éttempting to
broaden tﬁe~potentia1 base of his support by allianceé with

non-pollitical interests, his activities provideﬁ local 1is-

" sues that were detrimental to his party and hls positioen

~'Wwithin the party. . They perpetuated local perspectives.

The consequences of Jackson's efforts became par;

of the mandate for his successor.  Smith avolded public

sveaking engagements out of the local community, exploited

2 2gBurton R. Clark, "Organizatlonal Adaptation and
Precar_ious Values: A Case Study," American Sociological Re-
view, XXI (June, 1956), pp. 327-3361 N
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"perSonal influence to affect resources (staff, funds and in~

pates) ‘and a%témpted to‘modify the severity of the program.
Hekengagéﬁ more of his staff in boundary-crossing activity,
thus exposiﬁg'them to conditions which raised questions and
"afforded alternative-reference models. Nevertheless, they
vdid not appear to have surrendered their identification

with the simpiistic approach that h;ﬁ been ffaditional at
.the Institittion.

‘ » 'Smith‘s‘low—keyed efforts were more focussed, more
private,.aﬁd'particularistic. He retalned the support of
thé local coﬁmunity; but was rebuffed in his efforts to make
“Qommunity résources avallable to fhe inmates. - His attention
was. directed toward dbordinﬁting the ﬁork'of outside'con— i
tracfors at the institutioh, bgt he did not ignore instith—'
tional needs. . He, too, used relational methods as role per-=

_ formance mechanism; that predomiﬂantly were characterilzed

as”restrictive offobservability} But-he managed this by co-
‘ opt1ng the local community, representing its 1nteres€s and
employing 1its residents.' Grad&ally, with thé_suppdrf of,

: yraé'iéil‘as some pressure from, the parent oréanizatidh, out-
>\51dg,ihterests obtaﬁﬁed access to. the institution, é.g.,

teSting 5erV1ces from the hearby univefsity, representatives

of the Job Corps and Vocational Rehabilitation znd child

welfare workers. Smith's relational patterns retained fea-

hués thét restricﬁed’abservability;;they also included fea-
»t"res‘thaq,on one hahd,facilitatedvmodifying the demands of

.,e}qmnts in the environment and,on the other hand,
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'eontributeduto organizational accommodation to some envi-

l“ronmental demanﬁs.

The conseguences of Smith's efforts also had implica-
: tions for organizational development and his career. The

: support (increaned,budget, low level of criticism) that he

mobilized for the institution's program increased his impor-

‘tance .to his party; so, despite a power-shift within the

party “he retained his position and enabled the parent organ-

: ization to engage him in . a more extensive program. His man-
agement of relations with the local community increased the
tolerance of local residents slightly for the somewhat more
1ibera1 program. His relations with the courts demanded mu-
tual accommodation and more than any other single factor re-

veal the institution's response to societal trends toward

humanitarianism, rationality, and professionalism, e B

'adapting to population pressure and securing control over
the type of 1nmate and the intake process.

The orbanization should reflect these Infiuencés in

3 PSR

: its tﬂchnology, staff sub-system responses and inmates ‘sub-

i

Bystems responses. For example staffing practices and the

presence of outsiders imply, on one hand; unichanged stafi
3981 pectives, but greatei diversity, on the other hand,
'éfeater restraint in the exerclse of severe sanctions. We
f'ﬂmuld expect to ’inL a.shift in the importance of various
(Staff groups, with vocationai and educational personnel as-

-&mﬂng greater prominence and farm and vwork supervisors

- less prominence. . The inmates should be more suited to the

ifcﬁw°rmity program, e.g.; more secepting of deferenceyand
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obedience~and less likely to develop oppositional informal
groups. -

Although progressive correctional interests grew in
prominence, the emasculation of the legislation establish-
ing a Department of Corrections indicates that those inter-

ests are still subsidiary ‘to local proprietary interests and

7 political interests. Further, the role performance mechan-

isns are consonant wlth the goal emphases of the executives,
reflecting their background, their mission and the organiza-
tlonal character, and leading to identifiable probiems both

‘within and outside the organization for the institution and

the executiver The problems of protecting the organization-

_al image, recrulting staff, securing funds and managing the

flow of inmates are hazardous. Isolating:the‘institution

: fpresents one set of problems; It does not- necessarily pro-

vide ‘the executive security and certainly not opportunity.
Ignorance of changes in advertency, saliency and potency of
various interests may lead to serious repercussions. ‘The
“alternate course is equally hazardous, for an expanding
range of interests provide Just as much opportunity for mis—;

Judgement and similar consequences. But, at least, access

to information~p oviaes some basis for accommodating to the
- cnanging pressures,e g., the. successor s survival through a
”WNQE in state administrations and signs of ideological

¢WWergence by the 1nstitution and its environment.




CHAPTER VI

V THE ORGANIZATIONAL CONSEQUENCES OF
EXECUTIVE INTERNAL STRATEGIES

In this ehapter ﬁherefare three foci: (1) the or-
ganizetional technology; (Z}kstaff perspectives and rela-
tions, and (3) the inmate perspectives and relations that

follow from the staffl perspectives. The organizational

 techno1ogy is the staff-deslgn for what Street considered

"implementing the organizational thrust."1 It is implicit
in the balance and integration of the goals that the execu-
tives have specified and 1t 1s how the executive intends
the organization to attain those goals. Accordingly, we

compare each of the above areas of our two executives'! ad-

ministrations to ascertain the manner in which organiza-

tional technology and organizational behavior reflect the
aaminiétration of each ekecuti#e and the areas of similar-

ity ang difference.

-'The organizational technology refers to the pattern

'Ofétarf effort employed to attain the organization s

1Street, Vinter, and Perrow, gp. cit., p. 93.

.
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pﬁrppses.rllt includes the kind of staff procured, the divi-
sion of labor within the institution, the allocation of
authority énd autbnomy to staff, the procedure for inculcat-
ing orgariization goals and the communication and coordina-
tion techniques that are used. _

'The type of staff (the range of their experience,
4tra1n1ng:and education) determines not oﬁly the range of
program activities that.they are capable of undertaking, but
also the appropriate management téchniques. Thus, Staff
qualities signify the type and extent of 1nmate'ehange con-
templated and some aspects of administrative style. The di-
vision of labor, in part, reflects the neceésiﬁies of man-
aging a residential center for youth and fhe requirements
for their care and edﬁcation. But fhe range of tasks, the

extent of differentiation and the degree of specialization
~also depend upon the‘cqmplexity of organizétionai goals,
* 1.e., the type and extent of inmate chénge sought and the
variety’br apeclalized activities that are included in the
institution's program. |

| The allocation of autonbmy, authority, and resources
,‘tb various departments indicates the relative importance of
»their’contribution‘to the organlzational purposes. These
allocations reveal the executive's confi&ence in the staff
‘ Offhe dep&ftﬁent and also yield information ahout the exec-
VJR}Ve'é admiﬁistfative style. The procedure for inculcat-
ing organizational goals.informs'us further of his admin-

“iSFFative style and mirrors his understanding of human
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vare reflected by staff perspectives.

Veal areas

136
behavior. It provides a mndel for staff behavior and tends
to~promote a epecific range of responses to the Jobvand to
the organizaticn 8 purpose.
o The communication and coordination techniques er;-
ployed also provide a mcdel for staff; but they particularly
bear on the clarity and understanding of policles and direc-

tives among staff end detirmine areas of ambiguity, conflict

and tension among departments. They are centrdl to the in-

tegration of staff and the consistency of organizational ef-

fnrt. Therefore," they determine the level of organlzational

energy devoted to organimational maintenance, and the energy

available and devoted to tasks essential to the organiza-

tion 8 purposes. . o

Staff perspectivps of the organization 3 goals, of
delinquency and of ways uf affecting 1nmate behavior condi-
tion the behavior of staff toward one another and toward
They provide ciriteria for'responding to the activ-:

ities,of employees of otherfdepartments, define'appropriate

activity for staff and tﬁe relative importance of varions

tasks which have been ass 1gned to staff..  The efrectiveness
of recruitment and of indoctrination of starr and the ade=-

quacy of the communicatiqns and -of coordination techniques

They are the expres-

’sicn' of the executive"‘s ihtentions at the operational level, -
: ﬂmre‘ell the'contingenciee of daily events, unanticipated

evmms and inexplicit demdnds ‘have their nexus. They re-~

at the operatianal level where executive
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programs depart from {he executive's ideals, how aspects of
organizational technology contribute to that divergency,
and. the antecedents of inmate perspecﬁives and relations.

Inmate perspectives and relations denote the views
that inmates havebof staff and of the institution and the
reSpbﬁses to the atfitudes of staff and to staff treatment,
respectivelyl They Include the inmate sub-system normsv
about appfopriate inmate behavior and reveal the extent of
sub-system formation and seolidarity. In a larger sense,

they are an index of the institutlon's achlevement with

" the inmates, reflecting whether the structure implicit in

the organizational technology has fostered pro or anti-

institutional orlentations. If it 1s the former, we pre-

sume that inmates will integrate the institutional experi-

ence within their personal operative modes in a manner
which facilitates accepting legitimate means for achieving
institutionalized goals.2 If 1t 1s the 'latter, we presume

that the lnmate has rejJected the institutional experience

and has been further allenated from legitimate means for

achieving institutionalized goa15.3v

o

. .The Exechtives and Thelr Organlza-
tional Technologies

The goals specified by the two executives required

ZR K. Merton, "Soeial Structure and Anomie," in

Soelal Theory and Social Structure (Glencoe, Il1linois: The

free Press, 1957), pp. 131-194.
Sma.
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mihimal staff expertise. Jackson, the predecessor,‘opposéd
the uée;of professionals in his prograﬁ anﬁ Smith, the suc-
cessor, after recognizing some of the prcblems faced by his

© . gtaff, was interested in acquiring some professionals for

: ﬁis staff; but he was uncertain aﬂout'how they could be in-
1corporated into h;s program.‘.Deference and'compliancg were
the bases of stérr performance for both executivés, bﬁt

‘Jaéksonfwas more likely to coﬁdone overstrictneés,u while

Smith was obliged to avoid the harshness of his predeces-

sor's administration, and on occaslon suspended or dis-

charged employees who had been too severe.

Findings on Organizational Structure.-~Survey and flle data

éupplement‘dbseryational impressions and in part confirm
propositions‘about the background characteristics of staff,
thelir role definitions, the distribution of pover, depart-

“mental structure and 1nterdepartmenta1'tensions.

Staff Size and Staff Background Characteristics.--Tables 1

and 2 cohpare the size and background qharactefiétics of

‘staff during the tenures of the two executives.? The in-

trease ‘in the number of positions, reflects the impact of

the inecreased budgets of the successor. The distribution
_ of additional staff among institutional tasks reveals the
'PPOSram‘emphasis df the successor and 6he similarity of thé

- 8taff resources required by thé programs under each executive.

——

4 ;‘§Stneet, Vinter, and Perrow, op. cit., p. 34.

F‘SSuEraﬁ.Chapter II, pp. 27-28, for Tables 1 and 2.
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The increased age and tenure of employees reflect the

. greater length of the successor's tenure and the re-employ-

ment or former employees.
A number of implications may be derived from. the
above changes. Expanéion of the farm and maintenarice staff

under Smith provided resources for improving the obJectiﬁe

'“’and‘vislble accomplishments of the organization., Addition-
Va1<vqcatioha1 instructors facilitated extending vocatlonal
 veduca£ion'and integrating it into the total program. In

’general, the increase in sta:f size with the same size in-

mate populatiqn fended to reduée the Span ol inmate control
tor institutional staff and inéfease staff-inmate interac;
tion. Two coésequences may be hypothesized frém.the aﬁove
ghénges: 1) they should lead toﬂa reduction in stregs on
Staff; 2) they should lead to improved staff-inmate uﬁder-‘
standing and approval.6 |

The survey data do not include students and resourc-

. ‘es. from ;ﬁe nearby university used dufing Smith's adminiéu

tyatibn for testing and :or;providing infbrmation in plan-

ning tocational rehabllitation of 1nmate§. Nor do the data

‘ include other outside personnel brought in to classify in-

mates for the Job Corps and other EOA Programs.7 Although

these outside rgsources“were‘only,appended to the

6G c. Homanh, The Human Group (New York: Harcourt,

7The irregularity with which such resources appeared

~and the diversity of their headquarter made 1t impossible to
~‘P1N1for their inclusiou in the staff surveys.
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~1nst1tutiona1 program, they had some clearly observahle ef-
‘fects., The number of the personnel 1uvolved preciuded Btaff'
control over communications between 1nmetes and outsiders;
thus tending to mitigate the severity of staff sanctions

and the extent of deference required by'staff. The activi-
tles also helped persuade inmates of the institution's econ-
cern vith their future. ‘ o t ]
Nevertheless, Smith had not improved the quality of
institutional starf In part that may have been due to lim-
itations in uhe local market and restricted funds (which was
: also true for his predecessor) But with his increased
budget . and the proximity of three or four colleges, he in-

creased the use of,better trained and younger personnel.

'However, despite such increased resources and their impact,

Smith retained the simple internal structure and avoided

the'extensive internal accommodation to the influence that

younger, better educated, more professionally oriented
. staff would have required, if they and their tasks had been

incorporated within the institution.

. The Div;sioh of Labor.——fhe dépértmenﬁel etructures,used by
bosh executives were simllar in appearance,'but the succeew
ébrjadded a department of bulldings and grounds, consonant
'uith his emphasis on the‘physioel‘facilities, and restruce '

tured the allocation of authority. Jackson retailned close

cmmr04 over all phases of the institution's operation, di—

«rectly supervising all stalt activities.8 In contrast, Smith

. 8Street Vinter and Perrow, 02 cit., p..105. Also,
~99Figures 1 and 2, sugra, pp. 25-26.
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d;rqctly_provided §g§g leadership only for the farm program,

.the mine operation, bullding and grounds, the Busineés of-~

fice and the educational prosram. He developed policles in

~consultation with his department heads and worked through

the departmenﬁ heads. He recognized competence in their
specialties and focussed upon the impliéations for external
relations. He exercised socio-emotional leédershiﬁ over
other activities and delegated considerable authority to the
asslstant director. The assistant director was responéiblg
for & iange  of 1n§titutiona1 tasks, 1In particular, those re-
lated to thelgare and management of inmates. He .acted as a
department head to cottage parents, and also coordinated the
inmaté intake and asslgnment process.

Table 2 indicateé the range of positions to which
staff were assigned. Cottage parents durlng both administra-
tions supervised the care and sustenance of the inmates. '

During the predecessor's administration they had consider-

“able fréedom'to apply negative sanctions to secure conform-

ity with the rules and thelr orders. 'Under the suécessor
cottage personnel had more freedom in relating to the boys
and in planning acbivities for them. They were more re-
stricted in the use of negative sanctions, and particularlv,

An the three cottages for the younger and smaller inmateg,

"cmwtructive programs were initlated by the‘cottage parents,

-‘_-Eu crafts, games, scouting, nature study, soap—box derby

'entrins, etc.

‘F The educational programs under both execitives were
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‘ designed'merely to meet state laws goverping the education

of youth under sixteen years ot age and were not central to
tne institutionts objectives. With the appointment of his-
own candidate for the position of principal (in the fall,
1964), Smith expected him to plan and manage an educational
program that would emphasize the vocational training of in-
mates. k

Teachers carried out taeks that were traditional

during both administrations. Under the administration of

‘the successor, the new principal moved vigorously to secure

additional information on the boys and to integrate academic

"dhd~v0cational programs in a manner that was more consistent

thh both the opportunit1°s and the potentials of the boys.

Education was emphasized for its contribution to post-
release economic stability of the inmates, and Hhen negotia-
tions to provide access for a few inmates to the iocal higﬁ
séhool broke dowﬁ, the executive reacted by terminating a

local, édult recreation program's use of the institutlon's

gym facilities.

‘ The :large number:of'administrative staff that par-
ticipated in intake interviewing (so¢ial service director,
'chaplain, social service clerk assistant director, and on
occasioh the executive) reveal both the importance attached
to such information and the uncertainty about the informa-
tion required and how 1t ought to be obtained.

The social service director did not exercise much

,:inrluence on 1nternal policy decisions, out the chaplain did.
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' [n;FOr almost three years, during the édm;nistration of the suec~
“cessor,;hie interpretation of inmate pehavior?and reeommenda—
“fiens'abodt handling'inmates usually were heeded. ﬁe ﬁas a
repository of prior 1nstitutional practices and decisions
‘and had served 1n a similar capacity under Jackson, the
predecessor. He was among the staff with whom that execu~
tive shared the findings of Lhe earlier study.9

The successor also modified the system of differen—
tial ranks among inmates and made the grading system used by
staff more explicit and objective. The status system among
1nmates,was directly linked to their release and to the dis-
tribution Qr‘rights and rewards. {See Table 3)' The trust
rand brivileges,accerded the highest inmate ranks ﬁere ex—
‘tended; but some of their prerogatives were”sharply re-
strictéd from‘wnat they had been under thehadministration of
‘éhe predecessdr, ‘They could not preScriﬁevpnnishment and
v'sfaff‘were required to provide the,adm;nistrationrwith writ-
ten reports. on all punlshment administered. Physical punish-

'iment could not be administered wit hout Qrior approval byrad-

v iministration and was based on a report of the 1nma e's be-

é‘havior. S ; :

, l Grades on each boy were submitted monthly and ‘were
f»the basis of the promotion and releace system. Each cottage
7 Parent was required to grade each boy in nine difrerent _

gareas on a five- point scale. Teachers and work detail super—

nuvisors were also required to submit grades for the boys

9Street Vinter, and Perrow, op. cit., P- 267
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TABLE 3
INMATE RANK SYSTEM

':P;;:rdquisiges

.- Dutles

Priviléges

" Regular status--all boys
“not achleving a higher

‘rank. -Escapees required
to seérve one month addi-

‘‘tionel time .in this sta-

tus. Parole violators
and ‘re-committed boys
were required to serve
three months extra in
this rank to acquire ell-
‘gibility for promotion,
and 8ix months for eligi-
bility for extra-curricu-
lar activitiles.

A1l work and school ac-
_tivities assigned by
-staff, including accept-
ing direction by higher
ranking inmates. that
were authorized by staff,

. -des.

.2 lettera zach month and
-receélive U letters,

Boys under age 17 were ’ .
eligible: for parole 1n 9

-months, 1f over 17 they

were eligible for dis-

.-charge in 9 months. ' Ex-

tra curricular activi-
tles, if enrolled in
school or vocational R
training and were pecelv=~
ing passing grades, e.g.
Choir, Drum & Bugle
Corps, 4-H Club, athlet-.

Were allowed to write

KLk

Were allowed to have
one visit each month.

‘Sec~
ond
Rank

Two months completed res=-
idence (if never previe-
ously committed to the
institution). Recommend-
ed by all cottage super-
visors. All cottage
grades of Excellent or
Good. At least 6 grades

of Good in School or 5§

-grades . of Good in Work

and no grade lower than

-Pair.

They directed other boys
under the supervision of
institutional staflf.

- Other dutlies as pre-

scribed by the adminis-
trative Committee. They
were -required to report
violations of rules by
other boys.

Recelved a special shift

-

to indicate rank, were

~allowed to write 4 let-

ters pezr month-and to
have one visit each month.
They were eliglble.for

" promotion to the highest

rank.
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" TABLE 3._(Continued)

TR

" Rank

‘Pre-requisites

Duties

“Privileges

- Third
Rank

They must have completed

four months in residence

and must have recelved
the same grades required

~for promotion to the 2nd

rank, but for a four
month perlod. After -

firat attalning eligibil- .

1ty, the grade require-
ments. applied only to the
two previous menths.  Pro-
motion must be approved. by

tee.f

- ‘They carrlied out ‘tasks
thdt involved the trust
~of.staff. They ran er-
rands without supervi-
sion, monitored cther
boys without supervi-
sion. They carried out
other tasks requiring
trust and responsibil-
dity. : :

the Administrative Commit- :

Received a shirt indicat-
ing rank. Had freedom of
the grounds: on week-ends,:
when off-duty, In .addl-"
tion to privileges:of 2nd
rank, they were entltled

to-two visits each month

and one of the vislts
could be an-overnight pass,
They were eligible for re-

. lease in two months after

attalning this ‘rank. If
they lost their rank be-
cause. of low grades, they
might: regain the rank in
Just -one morith,

High-
est -
Rank

At least two months serv-

+ ce in the 2nd rank or

prior service in ‘the 3rd
rank. Approval of the
Administrative Committee.

The Combined Duties of

the 2nd and 3rd ranks.

Also, all responsibil-

1ty and trust expected

of both the 2nd and 3rd
ranks.

They received a shirt to
indicate their rank. In
addition to.all the priv-
Jleges of the 2nd and:3rd
ranks, they were eligible
for release one month
after attaining this rank,
e.g., inmates who attained
the 2nd rank'.in two months
and the 3rd rank 4n 4
months, might tie released
after a stay of approxi-
mately five months.

SNt
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' under thelr direction.

An administrative committee, consisting of the exec-
utive, assistant directcr, sccial service director, princi-‘

*pal and chapldin,'reviewed all the grades and made decisions‘

about advancementvin the rank system and releases. Although
personal impressions of members of the committee affected

decisions,'extremely low grades that might reflect blases

among. staff were 'questioned and the committee as a whole

served to limit. the influence of individual staffl members

attempting to dominate decisions by assigning iow grades to

the boys. Thisewasxin.sharp contrast toethe practices dur-

ing the previous administration, when staff members partie-

ipated'in the meetingsvand'were consulted about decisions

to felease or: promote the boys. Under the revised system

both-grades and consensus'among ail'cottage staff were re-

Quired; The effect of the revised grading system and the

altered review structure was to reduce staff inclination

toward low grades. It stimulated more thoughtful grading

'and reduced impulsiveness in the grading scheme. Most staff
’maintained careful records of fhe boys behavior and the

“events that were used to assign demerits. This not only. re-=*

rlected the care they gave grading; but, also, their Inter-
est in substantiating the grades that they assigned
Reviewing the division of labor and ‘departmental

structure of the two administrations, we note ‘a number of

"PFOblems that,emerged from the structure which the succes-

Sor ‘created. - First, the authority of the assistant director

¥
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- was unclear, ' He reported to the executive in the same man-

nei as some department heads. Secqnd, earlier traditions

-f:which permitted all staff and inmates direct access to the

executive were difficult to overcome and subverted the

. “authority of the assiétant. Third,,directi§es from the ex-

ecutive to the departnent ppads, which;he administergd, on

occasion, conflicted with the orders to cottage parents that

‘ - had been issued by the assistant, cfeating dual‘lines of

authofity. Fourth, the loyalty crgated by executive control
over zppointments also tended to undercﬁt the authority of
the asSisﬁant director. Névertheless, thé_assistant exer-
Qiséd considerable authority. ;
The problems'of coordination thaﬁ develbped enabled
the executive to mediate disputes and’to maintain a socio-

emotional leadership role for staff and inmates. At the same

L1 " time, the assistant director was made responsible for order

-and upholding rules and regulatioﬁsz Smith escdped the onus

of‘enfdrcing rules and regulations that managing the lives

of a large number of inmates and maintaining institutional

‘order requires. He separated the "firmness" and “"understand-

ing,"" which were equally important to his program, and made

-his assistant assume ﬁhose role aspects ﬁhich.emphasized

 ru1es and‘fifmnéss; Accordingly, line staff,‘such as cot-

ftZEe barenﬁsyand'detail supervisors, assumed the burden of

: feconciling order, deference and authority with greater in-

,Witékdifferehtiation:- They were required to apply appropri-
atéiy the wider range of sanctions and $eek voluntaristic

‘meliéncé 1nstead,6f coercive complian§e. Atjthe same timg,
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'they were subject to closer supe:vision and more formally
~prescribed procedures‘in applying sanctions.

We note increased effort to obtain information about
the inmates and gfeater demands oh the cottage and educa-
‘tional progbaﬁs under: the successor's administration.
Greater voluntarism was sought, but professional knowledge
and skills were not obtained to implement internal deci-
sions. CoStage personnel and teachers-seémed to move closer
v‘together in their oerspectives and aims,‘with the vooation—
allpreparation of inmates providing the guiding theme.lo
Pressures emerged for greater coordination and better com-
mUnications.‘_Conflict developed between the productive
tasks required to sustain the 1nstitution and programs ori-
ented to somewhat more extensive change., Prescriptions for
cottage personnel were more complex and the 1ncreesed in-
'_ formation obtaiﬁed through iotake interviewing;did,not seem
- to serve their needs adequately.f . ‘ : ‘
The structure of the formal organization had under-_
. gone more. differentiation during the administration of the
Bnccessor.' Hhile personnei was still interchangeable for
many’departments, the emergence of ‘an additional level in
'some oortione of the hiererchal struoture~suggests the'
‘greater complexity of the structure. ‘The divisioh‘of'in;“
iternal responsibilities, on one hand,. lncreased problems v
htemming from the dual lines of authority. ‘On the other j

‘Uhand it enabled the executive to modify his role in

——

10 Thiseimpression'largeiy is based on observationsﬁ




- 1h9

respect to cottage personnel. The thrust of the organlza-

- tion became diffused and subject to influences that limited

the potency -of traditional practices. The modified organ-

* izational structure tended to reduce Smith's span of con-

trol, but the traditions of the institution were difficult

to overcome. The executive still maintained an open door

policy for staff and inmates. The departmentalization re-.

mainezd predominantiy oriented to the political‘mission of
the executive and reflected his emphasis on farm production
and an improved physical plant. As indicated 1n Street, or-

ganizational goals are presumed tc be implemented when *con-

‘tainmenbland control, or hard work and study are achieved.ll
Obediencé—conformity goals required minimal departmentaliza-

'tion and little coordination. But the emphasis on the

educational—vocatlonal program imposed new demands for com-

hdoication and coordination. Staff meetingo, the,increased
-authority of the asslstant director, and increased impor- -

,tance of the school principal in policy decislons were in-

tended to handle the new - demands.

" The Balance of Power

For additionél oonfirmation of the structural modi-

4‘fications in the organization, we eéxamine staff question—

naire responses., Stafr were asked their opinions about the

,hwortance or members of the executive core.1in the manage—

» Iﬂnt of the institution. The manner in which the execupive‘ :

= l*Street, Vinter, éhd Perrow, op. éit.,,pp, 171—181;
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establishéd relationships with representatives of varicus
.,activities within the organization‘ihdiéated 5oth sources of
iinfiugnée on his decisibns and'the value ‘that he pla~ed on

" the activities.

TABLE u

STAFF PERCEPTIONS OF POWER IN THE EXECUTIVE cORe?
Sources of . Predecessor's - . Successor's
Influence Administration - Administration

" A Great : A Great
Deal of A Lot Deal of A Lot
Say of Say Say of Say
(2) (%) (%) (%)
Parent ’ ‘ '
Organization b ) 51 : .28
Executive 86 12 89 11
“Assistang ; ap i : S
v Diréctorq, , 38 Sk o 55 37
Chaplain IR o 35 35
Head of Socilal S ;
Service. 13 24 S v<12 10
" Principal o 17 S-32 - 10 42
Farm Manager - - 11 26 S L 24
. Number of : ) '
“cases. ‘ ‘(53-57) (58—55)‘

: Question--“In general hiow much influence or. say
- on the way Boysville is run would you say each -of the fol-
lowing individuals or groups has°" :

.

Not included in the earlier study.

. Not included as a member of the executive core 1in
?the earlier study. ~ The prominence of the Chaplain in this
institution appears unique, and derives in part from the
Chaplaincy and the importance of religlous interests inm the
~reglon. - His. long tenure and educatlional attainments also
served to legitimaue his role within the simple, minimally
‘dirferentiated organizational design.. i

- g dDifference is slgnificant at SX level. Chi Sq.
,"‘12 d.f. = 1. ¢Chi ‘Square was calculated on the basis of
‘:”equencies in each category of response under each executive.-
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The data in Table U indicate cléarly the increased
importance of ;he assistant director, But, apparently the :
manner in which the school principal operated, 1.e.,_through
the executive, obscured his 1hcpeased 1mpor£ancé. The ¢on-

: centrétion of ‘power 1in the hands of the executive 1s obvious.

“The ingquiry about thé influenée of the chaplain reveals his
| ecentinuing power; but observations and 1nterview7data_1ndi—
cate that he probably exerciéed everi more influeﬁce earlier
in‘the tenure of the successor. After approximately three
jears in aAhighly influential rele under Smith, Smith ques-
tioned hig contribution. On oné occasion Smith'commgn&ed to
the'reséardher, "Everytime someone makes a suggestlon to
~cha,'nge something, he (the chapl_ain) says, 'We tried that.‘

: It‘won't work.'" Subsequent to that time the chaplain's in-
rluenqewappeafed to decline. . ‘

‘ Othér inquiries confirm that the cﬁaplain exercised’
mofe influence on internal decisions than tﬁe social serv- ‘
;Cé'directof. ‘In‘response to the question of the importance
pf’vafious task groups in making decisioﬁs concerning
}hé handling of ihméfes, tﬁé inéreased’contribﬁtion of the
'achdoiﬂpersonnel is évidedtv(see Téble 5).' Also?'py sépagat—

':{ng'fhé chéplain‘frob social sefvices in the inquiry, the ex-
ééﬁtfdf'the éhablain'S»contéibdtioh to soclal service impor-

t?&g‘becomgé quité éléar}z ~The order:of thé importance: of

—,

{;"f‘ 12Thé chaplain pérformed ﬁhe réle of a "Chief Social
Worker," Counselling experience and education provided the

g‘lmwuage»andAlegitimacy to support hils explanations and in- ~
_ terpretations of inmate behavior, therefore his recommenda-

“i. Hons in respect to inmates.
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TABLE 5

4STAFF PERCEPTIONS OF INFLUENCE ABOUT HANDLING INMATES
) (Per Cent of Respondents)

- Sources of - "’ 'Predecessor's Successor's
Influence Administration Administration
| A Good . Coﬁsiderabie
; : or Great
Influence? Deal of
Influence
"Soclal Service - Iig e 3y
Principal and c
Teachers v 28 » 57
Cottage ) _ .
Personnel 63 ’75
?arm and Work ) : .
Supervisors = 36 37
~'Chaplain ‘ b Ty
Assistant
.Director L : P I 92
Number “of ’ g
Responses : (49-53) (55-63)

Responsez for the predecessor s administration

) were at the end of a four point scale. The phrasing em-
‘Ployed was "A good.deal of influence.™ The survey during
.-the Successor's administration, used "considerable influ-
-ence” for the third-peint on the scale and “a great deal
-rof influence™ for the end of ‘the scale. The résponses
. under beth categories have been combined and are reported
~“here.’ The scaling appears comparable for the two surveys.

h\both cases ‘all opinions above the mid—point of the scale
are reported. Also, the ordering and changes in importance

-of .various roles are consistent with data appearing in Ta-
.bles band 6,

bNot 1nc1uded in this inquiry of the survey during

“ﬂw predecessor's administration.

Difference 1s significant at tne 0.1% Level of Con-
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the task groups 1nd1cates that operational requirements 1n
tbe hands of cottage personnel were still. 1mportant.
‘ A question included in the staff survey required
comparisons to bé made between all combinations of six
pairs ‘of roles. The results in Table 6 further confirm the
order of tasks within the institution. The criterion for
the ébmparison was ", . . the importance of thébtésks_in
the operation Qf the institution . . ." . Here, despite
the chaplain?s importance in the handling of inﬁates and
the ‘assistant director's authority, the contribution of the
cottage personnel and school personnel is ‘supported.

It was noted in the earlier study that, except in

response to the potential effect of electlion outcomes on

- Job security, there was little tension among staff. This

wasyattr;buted to the lack of interdependence of depart- .
mgnts;13 in order to further test that notion and to ascer-
'tainywhether tension woﬁld decrease. under conditions that
1mplied greater internél differentiation of 1nstitutiona1.
efforts; dispérate iines of authority, and some shifting in

the internal power baiance, staff were asked abdut the

‘famount and sources. of tensions between pairs of staff
sroups. Because observatlions 1nd1catedAthat the Social
‘yservice depértment didvndt provide the rationdle and guld-

. ance for the institution's program, it was omitted from tﬁe

»tensidn inqdiry.k Instéad, attention was directed toward

.lsstreet, Vinter, and Perrow, op. cit., p. 126.

- e i 5
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_much less than at the time of the second survey (1960).

of the first survey (1959).
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TABLE 6

PERCEPTIONS OF IMPORTANCE OF ROLES IN THE OPERATION
OF THE INSTITUTION IN SUCCESSOR'S ADMINISTRATION

"Roles : « ) Farm
Rated . . . &nd
More. Cottage School = Social Work
Important = Staff Chaplain' - Staff Service ' Staff
(%) (%) (%) (%) (%)
‘,“sggét. 52 52 62 87 92
Cottage ’ ~ :

Staff 5§ 67 88 87
Chaplain 43 86 - 81
School ! o '

staff . Lo 82
Social , ! . ) T
_ . Service " (e ' , 54

Reading rrom left to right in each row indicates

 the per cent that reported that the task group in the left
margin was more important. (Based on 15 paired comparisons )

tension betwann the three major program areas. the farm and‘
work program, the educauional program, and fhe cottage pro-
The relief personnel were also included, since they
represented staff that nere least‘likely to be integrated

1nto the total program and were most subJect to conditions

that wou1d concribute to conflict with other staffl.

It is readily apparent in Table 7 that the over-all

‘level of tension at the-time of the third survey (1965) was

It

:¥as algo below the level of tension thaﬁ»existed*at the- time

Accordingly, if we accept the.

- Proposition that the increase:in tension between the first

oy
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TABLE 7

PERCEIVED TENSIONS BETWEEN STAFF GROUPS AVERAGED OVER
ALL STAFF GROUPS. AT THREE POINTS IN TIME

Survey I Survey 1II Survey IIX

Amount of (1959) (1960) {1965)

. Tension o (1) )
A Great Deal or

Considerable 18 30 10

Tension ' B
SomeATension . 35 S35 13

Very Little or b a ab
No‘Tension ‘ ,u7 35 77
| N (51 (40) (61)

. a : N
. S'E‘dtff g .10 (approx.) probablility is
less than .001

S b R ‘
‘ S. E‘aiff % .09#, probability is 1ess‘

than ,001.

twa surveys .was largely due to the impending election, it
becomes quite clear that. the tension between elements of the

instituticn s program during Smith's regime reflect not only

~the change In the environmental conditions that existed at
1the~time of'the second survéy, e.g., the election, but the

‘effects of other fdctors as‘well, such as the organizational

In order to estimate the extent to which the elec-

tion influenced the 1eve1 of tension within the 1nstitution,

~the 1965 staff survey included a retrospective inquiry about

the, ". . . tension or corcern felt because of the elec-

;tion. ’ The inquiry was . directed to staff who had been em-

'lployed at the 1nstitution prior to the 1964 election.; The
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aame statf were also asked about their feelings at the time

of - the survey, 1. e., a few months after the election. At

~’that time, although the ‘same party had continued in power,

the executive's re-appointment had not been conrirmed and a

’change was-a distinect possibility. The data are not direct—

' ly comparable to that relating to tension between staff

groups, but 1t was evident that staff members felt more con-

“cern berore‘the election than after the election and that

thefconcern'was‘predominantly related to Job security, the
implicationv of staff changes for the welfare of the in-
mates, and - possible changes in the 1nstitution s program and

policies. Sixtv per cent of the respondents (N= 58) indi-

‘oated that they had felt either a "great deal" or "quite a

bit" of concern because of the election; but only forty=four

per cent of the respondents (N=52) selected those alterna-

“tives to describe their feellngs at the time of the survey;
, The differencevwas significant at the 5% level of confi-
f’dence; Thus; it seems reasonable to‘acbept Street's ex—
‘planation that the incresse in“tension at the time of the
‘1960 survey:was due to the impending election, However, it

'iS“the marked reduction‘in the over-all level of tension be-

tween staff groups (below the levels present in 52) which

Buggests that the changes in the organizational structure

5under Smith could not by themselves account for the very low

”level of tension during hia administration.

Table 8 reveals significant variations in the level

‘Of tension betWeen various pairs of staff groups during “the
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TABLE 8

PERCEIVED TENSION BETWEEN PAIRS OF STAFF GROUPS DURING
THE SUCCESSOR'S ADMINISTRATION . -

‘. Amount of 1ension Perceived

- Staff Groups (% of staff in each category)

Administration

“'A Great Deal Little
or Consid- or
‘L erable ~Some - None - (N)
om0 et
B ot oohos S B C B NG
"Regéffaiifgggggg S 13 a3 e (61
sttt SN NN B NS
e nt s catton 20 )
qosg?ggcﬁgg{rPersonnel" 3 ’ 15 ""g? ‘ '(5?2#
:‘Eﬁployees vs. ’ ‘:2 'li -; 87 i(6ii

Difference is significant at the five per cent

,level of confidence. (using a cone-talled test for a differ-
‘ence in the predicted direction, S.E. aiff. % .076 )

Difference is significant at ‘the five per cent

~'1evel of confidence. (using. a one-talled test for differ-
- ence in the predicted direction, S.E

raiee, g = -071).

- eDifferences between the level of tension denoted
by "e¢" and all subseguent percentages in the column are sig-
nificant at the 1% level of corifidence. (using a one-tailed
test for differences i the predicted direction

8. E diff g = 078)

'Tfaﬂumistration of the suceessor. During Smith'S'administré—

:$lon the tehsion between Relief Personnel and other staff

l?siess than'the‘tEnsionvbetween any pairfof’staff groups
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during his predecessor's administration (probabilities of

‘-thg differences have a maximum of .05); but, it is signif-

"1cantly greaterrthan‘tensions between all other pairs in the

‘ successor's administration with the exgeption of "Farm or
:"Work‘sﬁpervisors" and ‘"Cottage Personnel“ or "School Person-

~nel." The higher level of tension between relief personnel

and other personnel is consistent with other research that
) e 14

Indicate the alienation of peripheral personnel. It also
supports the contention that both interdependence and con-

sensus contribute to the -level of tension. Although relief

. staff opqratiOns might appear to have‘minimal impact upon

: thelexecutioh of assignments by other staff, varlatlocns in

the management of inmates posed problems for other staff.

8 Observatibns indicated that the relief personnel were sub-

Ject‘to least administrative sufveillande and least pressure

fgom”other staff, Therefore, theyktended to’differ from

other staff in their approach fo the inmates; rellef staff

ﬂ:werg mofe inc¢lined to use physigal punishment and.oéher neg-

‘ative Sanctioné, especiallxnin the cottages with the older

- boys.

: f"‘0n5the other hand, despite the generally 1ow level

“ict'tension,during Smith's administration, the relatively
F,highef level of tension between "Farm or Work Supervisors'
and poth'"Cottage Pérsonnelﬁ and "School Personnel” (in‘view :

1i°f the low level of tension between "Cottage Personnel” -and

- —

lquuldner, op. cit., pp. 117-136. = -

~
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"School Personnel") confirms the contribupion of interde-

‘ﬁrf‘pendence'to’thekleVel of tension within an institution.
' Cottage and school activities were clearly separate 1irre-

L spective of any confusion created by the dual lines of

‘authority; but productive activities'o:'the institution,

T e.Bey fabmihg and improving the physicél plﬁnt,'led'to de-
mands for 1nméte labor which conflicted with both the cot-
taéé‘and educational prggrams. -
| ‘::Hhat we have found dramatically supports the impor-

tance of interdepehdence ehunciated by Str‘eet.l5 The ex-

; tfemely~low 1eve1 of tension suggests-a program that was

.‘more segmented and diffuse than existed during Jackson's

administration. - It is 1likely that the level of;tension

ST R : .
F; . during Jackson's regime, which increased prilor to the 1960

“election, was influenced at the time of the first survey
: ‘“(1959) by the minority status of Jackson's party and or=
ganization-locai’community relations. In other words,

:'fthé level of tenSioniduring the predecessor's administra~

- tlon was greater ‘than ‘implicit in the organizétionél struc~
_ ture, per se. :
" [ In review, lack of consensus ds well as interde-

' b§ndence contribute to- the level of tension at an insti-

'_t#tion;'and tension as an organizational phenomena is very

”"much influenced by environmental events and conditions.

. Nelther executive attempted in any way to separate the

';H ISStréet, Vinter, -and Perrow, op. c¢it., p. 126.




© 160

lbperation of the institution from the polltical climate and'

?A;he patronage system; but it was the prédeCessor, as a minor-
ity party representative, whose posiéion wés the mofe pre-~
carious and whose administration was characterized by more
pervasive tension émong staff.

Efforts to modify the program under the successor .
 produced significant variatiOns in the 1eve1'of tension be-
tweén’some staff groups, but an over-all reduction in the .
llevel;of:tensibn. A shift in the power balance among staff
1s detectable; cottage staff‘was subJéct to more formal con-

trol; more. staff were added to the farm and WOrk programs to

1ncrease effectiveness in areas that were objective and

readily visible, the mission of the educational program re-

" ctelved emphasis and outside'resources were employed to iq—
creé;efthe number and range of opporfunities for rgleasing
~1nmates. The‘stay for inmates was shortened (approxima;ely
‘8#9 mogths in contrast to the'eérlier 10-11 months) and the
briterié'for release were made more éxplicit; The strati-

‘fficatiqn system among inmates was more congruent with re-’

11ease eriteria and a more Qositive‘derinition of authority
‘Ex  and deference.‘ Despite staff meetings,'the modified role
”of the assistant ‘director, the reduced span of control of ’
;the executive, and -lower over-all tension, Smith's adminis—
tration had problens in. commundcatiori and coordination which ap-

E Peared to weaken the traditional thrust of the 1nstitution.
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', Staff Perspectives and Relations

Several items on the questionnaire used in the surs

veys provided information on the staff's ideas about the

institution's purposé. The responses to several items. were

highly consistent with one another. The data reported here

(see Table 9) were derived from the respondent's rirst re-

sponse. to the request to indicate, "which two of a series: of

six'sta sme ts in their opinion best represented what the

exécutive thinks the insti

tution's purposes are."

7  TABLE 9
STAFF PERCEPTIONS OF INSTITUTIONAL :PURPOSES
Perceptions Predecessor's Successor’'s
of Goals Administration Administration
: - (%) (r) . : (%) (f)
CUSTODIAL CONCEPTIONS 2 1 7 5
Protéct home com- ' R
~‘munity - , - - , = -
» Funish delinquent 2 1 ~ 7 5
= TRADITIONAL CONCEPTIONS 85 48 70 48 .
. Teach boys good so-
clal habits and
. behavior ‘ : 54 32
. Train and educate
boys o 3 38
TREATMENT CONCEPTIONS 11 6 21 14

-.clal attitudes :

. -and values . 7
-'Help each boy get an

understanding of

the kind of things

that got: him into :

trouble ' ]

15

Totals »100 . 55 100 . 67
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The findings indicate that under Smith's administra-

tion greater proportions of staff selected custodiai concep-

tions and treatment conceptions than was the case during

: Jackson's administration. The increase in neither of the

above categbdries was slgnificant, but when frequencies in the

T two cohéfadictory categories are combined the null hypothesis

for a difference between the two administrations: may be re-

Jeeted aﬁkthe 5% level of confidence (see Teble 10).  There-

_fcre, although there has been no significant shift toward

elther end of the cusfody—treatment continuum, we conclude

that there 1s less consensus about orgahizationaiepurpose

~.and that the internal strategy of the successor in part con-

_tributed to 1it.

TABLE 10

: STAFF PERCEPTIONS OF INSTITUTIONAL PURPOSVS
COMPARING TRADITIONAL AND EXTREME PURPOSES

3 Predecessor’'s Succeesof 's
ferpeptions Administration Administration Sum
» of Goals - () (£) .
CUSTODIAL OR A N , R
TREATHMENT? o T e 19 26
TRADITIONAL - " B 1) 96
,' Totals . = .55 67 122

a’I'he extremes have been combined. to provide a meas-

 ure of heterogeneity in 1ieu of suitable numerlcal measures
* for computing dispersion. "Chi Square=4.92, d.f.= 1; prob-
~'_abilltyuis less tﬁan 05,

.""

He also examined the effect of education on staff

‘eperspectives (Table 11) and found in both administrations,
 fthat greater education was associated with mnre complex

: conceptions of organizational purpose- Further, the
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_ TABLE 11
STAFF PERCEPTIONU OF ° INSTITUTIONAL PURPOSEJ,
. BY EDUCATION
i g Perceptions . .Predecessor's .- *Successor's
: ) of Goals Administration Administration
. ' ' (%) (%)
% " staff with No Col- ' '
- lege Education , , : S
i Custodlal Con- , e ‘ o .
i ceptions 3 Coe 10 .
| » Traditional a o a ok
Jﬁ ‘“‘Conceptions 877 70% - G
- Treatment , B
e Conceptions' ©.10 20 , : 4
TR , .
i “. Number. of Re- ' ,
é, ‘ . spondents , (39) (50)
3 [ T ’ .
- Staff with Some Col-
gﬁ' lege Education
B ’
B2 7. Custodial Concep-
o tions - -
Traditional Con- : .
. ceptions 87 76
Treatment Concep- e
tions b 13 ‘ 24
Number of Re~ .
spondents AR . (15) (17

aA Chi Square test comparing the frequencies
; of cholces of "Traditional Conceptions"” in each ad-
Jvministration among staff with no :¢ollege education
‘s significant at the 5% level of confidence (Chi
Square =Y, 39 with one- degree of freedom)

differences between the two regimes 1s more marked among
_stafr with less education, e. g. Smith s administration was
characterized by greater diversity in perspectives. Al-

though the difference between the perspectives of staff with ': .

. nO college education and the perspectives of staff with some

college education 1s not significant the dﬁrection of that
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f;',difference 1s consistent with the findings of Vinter and

16‘ They found tha£ edncation,ofkstafr‘was posi-

Janowitz,
tively associated with ﬁreatment conceptions and that age

was negatively associated with treatment conceptions. It'

.1s‘reasénab1e, therefore, to infer that better educated

Staff may be more sensltive to organizat;onal practices

that connote treatment conceptions. Accordingly, the déta

© in Tables 6 ‘and 7 are congruént with evidence on staff size

and background, e.g., rehiring older staff, and suggest that
the;balanée in perceptions of institutional pﬁrposes was

,prbvided'by séme’of the ﬁew eﬁployees and the slight in-

-?grease in the number of employees with some college edu-

<

’ Street-notes that considerable disagreement existed

among_ﬁembgrs of the executive éoré‘of institutions for ju-

‘ Venile corrections, but that fhere:yas liﬁtle disagreemént
la4atfthis 1nst1§ution‘under Jackson's»admin;stratioh. During’
‘Smith'é tenuré.there wés disagreement, with positions rang-~
‘1L}ng from the most traditional to treatment conceptions; de-
'Spifé a-liﬁited éhif; in the balance émong organizational
i'obquﬁives‘and,the;modest chﬁngeé in tﬁe crganizational

-+ strueture.

Table ‘12 presents the results of a comparison of

S

 létaf£'h€t1tudes toward deiinduents under each executive

6yinter, et al., op. cit., pp. 301-306.
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TABLE 12 »
STAFF - ATTITUDES TOWARD DELINQUENTS

Staff - . Scale Predecessor's Successor's
Attitudes Type  Administration Administration
Understanding : ' :
.‘Delinquents . : PN ¢ 3 IV (%)
Is difficult 1 21 . 17
: : 2 70 67
. 3 5 : 12
Is the key 4 4 g
CN= . N ¢ 10 (58)
‘fﬁiscipline
Discipline :
emphasized 1 22 27
L 2 38 : k3
. : 3 30 , 23
“ <" Permisslveness
" emphasized y ‘ 10 ) T
N = [ (50) o (56)

Attitudes toward’ "Understanding" and toward "Discipline

. were scaled by Guttman techniques into féour scale types for

17 The datavindicate a slight‘shift to-

‘ﬁard'underStanding and toward discipline in Smithfs admin-

. istration. Neither change -1s statistically significant bnt

the contradictory directions of the shifts suggests contin—

uity with staff diversity on goal perspectives, and the more

,complex expectations that Smith imposed on staff.

As found in the earlier study, there was high

17Bernard S Phillips, Social Research Strategy and
Egﬁigs (New York: The MacMillan Co., 1966), pp. 1B7-195.
See Appendix for Scaling Procedures.
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involvemen;,in the Job, despité staff perspectives on.under-~

standing and discipline.18

 8taff commitment was greater un-
dei;the predecessor, but it is not possible to assess the
impact of'improved economic conditions and better employ-
ment opportunities under the successor.  Seventy pér cent of
the stalf under the successor. felt that fhe‘institution was
"Better” or "Much Better" than other places to work and no’
staff member felt that the institution was a worse placo to
uofk; ' : ‘
Equally important in appreciating the 1mplications
of the differences in administrations are the staff-inmate
,:relations.that largely depend,on staff perspectives anq at-
tipudes. Data in f;ve areas (surveillance, perceptions of
:oxecutive expecpations in-handling and relating to inmates,
attitudes on'sanciions, and staff views on'appropr;ate‘in-
‘mate behavior and inmate groups) provide the'basis for ex-
amining staff-inmate‘relations and a context for understand-
1ng inmate. attitudes and behavior. The central question
k for us: 1s whether the slight’ changes in executives' notions
’ aboub staff-inmate rélations and about‘managing inmates are

o berceptible by staff; and how the staff that was recrulted

¢ ifwere able to implement the modified expectations 1mposed

,upon them.. 1t was evident ‘from Tables 9, 10 11 and 12 that
Ythe changes sought by Smith (for obtaining voluntaristic

: SOmpliance), were not clear to staff.: Accordingly, there’

, 1&91; k'lsstréet,'Vinter, anvaerrow,‘o . cit., pp. 148~
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is little basis for anticipating changes 1n the social con-
trol mechanisms employed by staff. " To the extent that staff

are aware of purposes that include requirements for more ex-

tensive inmate change, yet lack the resources.(knowledge and . . ,;!

'skill) for 1mplement1ng those requirements, staff are likely
to employ the only means available to them--the traditional

‘ £echniques for managing inmates. Observational data suggest

’thaé‘some staff under the successor were aware of the modi-
-fied means that the executive wishedfto implement. Also,

: :,that those staff, to the extent thelir capacities permitted,
trled. to carry out the somewhat more complex: technology.

-: However, they were frustrdated; not all staff subscribed to

‘tﬁe‘changes, and those that attempted to extend the range

" of sanctions and modify their relations with inmates fre- 'f$@

quently :ound themselves at odds~with other staff.or having ‘ 73/
tglundo inmate perspecﬁives based on relations with other
: sterf @embers; V A .
The method of inmate change was still that of con—k

'ditioning;'buéeit required the use of a greater.rangevof

- @einforcements and greater discrimination in their use..
Stéff‘under the predecessor -assumed that involﬁntary in-

- mates were committed to opposition and could only be coerced

eihto compliance (with compliance and deference as criteria"
‘Of effective management and a successful program), under

the successor, " observations showed that staff felt that the

'VPPOper uge of rewards, privileges, loss of privileges and

c@m0dest punishments could secure the cooperation of inmates-.
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it was’stillfa learning situation for inmates; but, instead
“of leérning to respond .solely by avolding negative sang=-
‘tions as practiced under the pbedecessor, leavning was fos=

‘tered by staff encouragement, the usé of rewards and by

the successor we expected to find less severe sanctions,;
less universalism,’and 1es§ need tn~co-opt inmate leaders
toﬁ&anage and control coliective interaction among inmates.
Obaervations confirmed those expectatiohs, but the éurvey_
data reveal the limifed extent to ghich inmate managément

‘had changed and the problems faced by staff -in employing a

somewhét more complex technology. It was difficult for un-

trained:stafr to reconclle tne need fbr institutional or-

_der, deference and obedlience with the need for differential

’tieatment of inmates. - The former promoted 1ncréased social

«d;stancé‘and the latter required understanding, which con-

notesfreduced s0cial distance. In the absence of job secur-

- 1ty, the more precarious the 1nst1tution 8 position, the

‘;greater the stregs .on staff, particularly for those who
risked misinterpretation of inmate’ behavior by seeking to

‘:temper control with understanding.

TABLE 13 °

' COTTAGE STAFF PERCEPTIONS OF EXPECTATIONS FOR SURVEILLANCE .

Predecessor's Successor's
S Stafr deliers ) ‘Administration - Administration
‘The executive expects them 3 6og - - 931

“to "keep all of the boys
-An sight" (cottage par-
‘ents .and dorm supervisora :
only) - ‘ o

N= (10) (15)

stafi'is improvedfundgrstanding of inmates. Therefore, under

o s o o R e
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The data in Table 13. 1ndicate that a smaller propor-
“tion of cottage staff believed the successor desired survell-

lance, but the.differgnce between the two administrations

. was not ststiatically slgnificant. sStaff were stlll re-

sponsible for run-aways that occurred. during their tour of
. duty. ‘Regimentation, particuiarly in the dormitories for
the larger and older boys: changed 1little from one adminis-
‘trafion to the other. But in the three cottages for youné-
er boys (eges 10-13 and 1&-16) the routines seemed to have
become more easy going and relaxed. There was considerable
"hnrseplay!snd noise in the evening after dinner. One of the
,Aeottage perents indicated that his biggest problem'was to
‘~ob?sin a sufficient quantity and variety of play materials
for the noys; On occasion tne executive stopped by to play
ping-pong with the boys. Although paddling was;a legitimate
punishment under certain circumstances and staff mentioned
the procedure for authorizing paddling}gnot one instance of
paddling was - ceen during the two and one half years thau the

o "Benching" (requir—‘

hmticution was under observation?
ing a buy to sit erect and in silence on a bench during the
recreation period) and other punishments, such as the 1oss

of privileges were witnessed quite rrequently. The routines

19S

o zolt is not suggested that paddling had been discon-
tinued. It would have beén impossible for staff to conceal
~'the practice, because of the freguency and interval of ob-
servations. It was ‘apparert that paddiing was still a
legitimate sanction} howevér, the formalizatlon of controls
~over physical punishment tended to deter its. use and it be-
~¢cane less frequent. .

upra, p. 143.
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of daily life were still highly structured and there was

3 ;;¢1itt1e leeway for staff deviation or flexibility.

- Table 14 shows that a smaller proportion of cottage
staff under Sﬁith belleved in awarding pr1§ileges to boys

in exchange for help in controlling other béys. The larg-
e#t share of the shif{ was toward universalistic treatment.
However, a similér inquiry put to all staff in the earlier
'spudy indicated that eighty—fivé per cent of the staff
(N=62) agreéd that all boys should get the same‘pnnishment :

for breaking the rules.21 Directly comparable data are
. . ’ .

‘ ' : f TABLE 14

- COTTAGE STAFF PERSPECTIVES ON CO-OPTATION OF INMATES FOR
- CONTROL OF INMATES AND ON UNIVERSALISTIC TREATMENT

e i e e 4 L s

t

OF INMATES .
E Predecessor's Successor's | R
& ».St9:f Belief Administration = Administration : S
4 y : (%) (%) . =
ERERR . -Give privileges to ‘ : R
. : L .. boys who help 17 6
: “oh.. . control , . ,
. % Treat all boys- TR ‘ ‘ S
0 SER alike to be 58 o 6T : S
G T fale o O ' S
! % ' - Treat eachk boy ac- T v B
B cording to his _ 25 : 27
g needs - Ao
R - v ,
a . N= ; (12) S o(15)

‘idéking in this-study,kbut;nine stalf, in addition to cot-
I}ége staff, answered the question fbr_which data appears in

able 14. Thelr responses to the three categories are,

218tieet, Vintef, and Perrow, op: eit., p. 159.
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,reapectively,‘ioi, 60%, 30%, ‘and piovide a weak indication
‘that other staff may be more particularistic in orientation
tﬁan cottage staff. None of the abcve dirferences is sta=~-
-tiscically significant therefore the evidence is not con=-
‘iclusive. Rather 1t remains at this point doubtful that the’

‘shift in perspectives  1is not chaﬁce phenomenon,  derivable

r:om sampling errors and instrument unreliability. It is
' qurﬂintént to exahine the consistency of the changes in or- -
dérvto ascertain whether they represent a single dimension. Lo

The identical, "show 'em whose boss," procedure de-~

scribed in Street was repeated 1n interviews with ‘staff dur-

“ing the study of the successor s administration.22

‘The
‘ “old timers"” who 1ndoctrinated new cottage personnel passed ) ;' - gﬂ
the ‘idea on to new staff, But the changed procedures to v
control. physical punishment left new staff pretty much up

iin the alr about how to handle and deal with the inmates,

and ‘new staff ptated that they were anxious and concerned

“‘ghoutzhdy iell they would do during the first few weeks on

the Job. ,
Survey data on étaff perceptions about executlve

expgctAtions in handling.and relating to lnmates appear in vr'.“f

< Table 15} The differences abe not significant. - What shifts

there -are suggest that more staff under the successbr‘per;

_heived that- they were expected to maintain control and have . ‘iiia

'vcléser relations. Although these are contradictory

221bid., p. 162.
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‘ TABLE 15
STAFF PERQEPTION OF EXECUTIVE'S EXPECTATIONS IN k
% 'HANDLING AND-RELATING TO INMATES
? " Predecessor's. . Successor's
i Administration Adminiatration e
B | (5) . (%) L
; CONTROL. "Executive ex- i
i 7 pects them to: N
% 7 Maintain order at all o : . S
E times; otherwise boys ) - : : kAS
will get out of.control. : 60 68 ;
" Let the ‘boys have freedom - : o
‘to express themselves; . , L - {m
but we have to keep a - - . CiE
¢lose watch over it. ’ 37 : . 32 . LT

Let the boys set their .
own limits, except 1f it
gets dangerous; other-
wise the boys won't
learn to control them-

-

selves. : 3 ' BN b
He s not concerned about , BN o 3;
whether staff let boys } i T
have freedom to express’ _ : s
. themselves or not. - e

o : N = , (60) (67) T
SOCIAL DISTANCE. ; ’ '
Executive expects them to:

Keep distance from boys;
; otherwise we will both
lose cut objectivity and
" not be able to maintaln : :
our - authorifty. ‘ 8 o 7

Be close to the boys, but
not so clese that our
“.authority will be ques- ’
tioned. = : 72 . 69
< Have c¢lose relationships ‘
"' with the boys, 8o we can
-~ get to understand the

boys. . , 20- ‘ 24
" He doesn't care what Kind . o
of relationships we have. = T -

N= (61 (67)

e ———RARTE, % N
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perspectives, they are consistent with data presented
earlier and wich observations. '

' . Data ol ganctions, in Table 16 intimatP a shift
among ‘staff toward less punitive sanctions, which 1is not
statistically significant.23 If an error ' in the wording of

‘two ftems ‘in the scale during the survey of the predeces-

sor's administration (which tended to depress the number of
punitive responsés'to“that,item énd‘reduced the severity of .

sanctions at that time) is considered, the difference ap-

pearing .between the two administrations 1is probably a con-

servative estimate of the difference in the actual states - ;ri

*that prevailed.zu buiing the predecessor's administra-

fibn, the use of a.soiitary confinement cell was discontin-
‘§;C  o k ‘ ‘ ‘ A ued.25 In théssuccessor's administration some of the more
degrading punishments were modified and it was more diffi-

" ¢ult for staff to’punish through influencing release.

That staff held different views of the inmates dur-

PRSI X

ing each administration is implied by the data in Tables 17

and 18, Although the differences are not statistically sig-

i nificant more staff under the successor saw 1nmate under-

standing of himself as an appropriate adjustment and.fewer

staff were likely to see avoldance of trouble and nen-

violation of rules as the means for an inmate to get along.

k) . - 23See‘A,ppend1x for Scalling Procedures.
1 S ' : '

Vinter et al., op. oit.} p. 622.

ZSStreet,.Vinter, and Perrow, op. cit., p. 267.
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Also, very few staff felt that inmate groups were bad. Iﬁ
contrast, about a quarter of the staflf under the predeces-

sor viewed inmate groups as. bad, andvmore staff saw keeping

out of trouble anq not ?1olatingbrules as the best way for
1gmates to get along at the institution.

TABLE 16
' STAFF SCORES ON SANCTIONS INDEX

Predecessor's Successor's
Score ' Admlinistration Administration
(£) (%)
High use of sanc-
tions,; including
b - g8lapping or pad- ‘ :
., dling ; 19 - 16
. BRI _ High use of sanc- :
3 tions, without-:
slapping or pad- : .
dling - « 34 . 25
S Hedium use: of -
. ~ sanctlons 19 . - : 26
" Low use of sanc- ‘
“tions - ' ~ 14 22
3 Reasoning only - ‘ 14 : 11 o
; N o= T (58) (69)
TABLE 17

STAFF VIEWS ON THE BEST WAY FOR AN INMATE TO GET ALONG

: R Predecessor's - Successor's
Iﬁmatg's Behavior Administration Administration
L ‘ (%) (%)
Don't break the rules and
4 keep out of trouble : © 60 .55
J  Show that he is really R P

W sorry : 7 9
3 Get an understanding of - . ' S
“himselr . , : 33 o 36

(69)
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TABLE 18 ,
STAFF PERSPECTIVES ABOUT INMATE GROUPS

R Predecessor's *Successor's
Perspectives . Adminlstration Administration
e (%) (%)
“ 8ay all or most groups sy 102
. ~of inmates are bad ) i
N = . (e0y (65) o

2s.E. (diff.%)= .0657;probability is ‘less than .05.

Summary : Staff'Pérspectives and Relations.--Although the

successor attempted to. implement a program implying some- .

g what more extenslve change in the inmate. than his predeces+

.gor, the means secured, such as type of staff and programs
.. torhelp staff, did not appear to achleve the executive's

- :1ntention. Data suggest that some staff "got the message,"

but at‘the’éperational level théy ﬁere unable to implement

|~ 1t. This is consistent with the gap between "iceal" and

"real” pointed out by Street, which. was most pronounced in

",the obediéﬁcg—conformity institution such as that studied
26 ‘

“ here. Uyevebtheless, the consistency between staff atti-
“‘tudes: and pébspectives and the traditionéliperspectives of o : ?

1. the 1n$t1tUt10n under the predecessor shows some signs of

breaking down. The only statistically significant differ-
»’ences confirmed greéter diversity of staff perspectives
‘and’a more positive attitude toward inmate groups. The

‘data appeafingkin Table 19, which recapitulates the differ-

~ences appearing in Tables 9, 12, 13, 14, 15, 16, 17 and 18,
26 : B

Y
e

' ‘r",a";ﬁ T

Ibid., pp. 177-178.

¢
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was subjected to the Wilcoxon Matched-Pairs Signed—Ranks
Test and support, at the five per cent level of confidence,

that the 1nst1tutlon under the successor differed from its

state under the predecessor.27

TABLE 19 ;
'PROPORTIONS OF STAFF REFLECTING POSITIVE PERSPECTIVES

Prede-.. Succes- . : » ) ‘
cordors sorty  piresn  fonk of  Ramks yith
Adminis- Adminis- ence . DEEF ute e z ie
‘tration tration AR erence quent signs
(%) ) - T -
.16 s21 . +5 . 8.5
S99 16 4T 6.5 .
- ko 30 =10 y 4
.. ko . 47 , +7 6.5 .
83 - 7 9k - 411 3
b 32 -8 5 5
20 ' 28 +4 10
k7 59 +12 2
bo - 45 +5 8.5
7 - 90 +13 1 S
v , ; r T

7= 1000 - 57,5  probavility of T in the pre-
B - dicted direction (one-talled

test) 1s less than 05
The data do not suggest thorough-going movement to-

ward freatment oriehtation; they eugéest'an institution

..'which 4s morf’difrerentiatéd internally and moéestly re=
~structured to allow the emergence of a "re-education devel=

‘.opment" type institution, which would require 1ess resour 45

28

ygnd,less outside support. Staff were less punitive,' Jre

27N M Downle and ‘R. W. Heath, Basic Stati*'ical

'Methods (New York: Harper & Brothers, 19597 PP~ 2F.—210.
o 5 28M Janowitz, "Forward" in Street Vint" -and Per-
;FOW, op. cit., pp. ix-xi.
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differentiating, but also more conflicted about how to carry

out theif_tasks. .Thelr aufjonomy and authbrity wére reduced

and they were less able to bargain with inmates to maintain

“control. The separation of rellef and night personnel rfom

other staff made the former less subject to the emerging in-

- fluences. In contrast to events reported in Street, such as

cottage -parent criticism of a supervisor who refused'te
figﬁb an inmate wﬁen chellenged,29~the successor diseharged‘
an employee who rought‘kith an inmate., He used a conflict
{about the punishﬁent of e etudent) betveen the principalA
and a’teadher as the‘basis for rémoving the princieal.

Signs of cﬁange'are ambiguous, weak and sometimes miied}_the
1mp11cations of the modified organizational technology and

prevailing staff perspectives may best be characterized as

ve dilution or weakening of the traditional thrust of the 1in-

e§1tﬁtion,'and potentially, a reiatieely éreater’impact by
ether‘ractors which have not been ﬁeans for‘attaining oréanf
izatiohal goals 1n obedience/cohforhity type institutions.
What occurred is akin to the statistical regression effect
mentioned by Campbell.3°‘ w;thin a limited range, according
tb a criterion variable, the'criterieh loses its predicéive‘
perr in comparison to other relevant factors. .

' The 1ntroduction of outside resources, the modifica-

tion and explication of inmate stratiflcation consistent

291b1d., 179-180.

30D T. Campbell and J..C. Stanley, Experimental and

-‘Quasi-Experimental Designs for Research (Chicago: Rand

. MeNally & Company, 1966), p. 15.
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with release criteria, and the acquisition of additional
personnel are all examples of such factors. If ggg‘stafr
carry out,fheir tasks 1is meaninéful and the intent comes
through, then inmates should respond in a more positive
‘tashion. If some staff attempt to persuade the boys and

nse rewards and loss of rewards effectively, inmates are

" more llkely to identify with the institution and form in-

forﬁal gfoups supporting pro-ingtitutional norms.

The Inmate Sub-System Response

What happens to the inmate is the central issue as

‘‘indicated above. The change in executives may reveal vari-

‘ations in the patterns of accommodation to the environment,

C but there ére’séveral ways in which such accommodation may

be manifested. Re-interpietation of the mandate may promote
gfeaéen insularity; elaboration‘of ﬁhe organizat*onal tech~
nology may result in shirting the internal balance, with re-
sultant implications for morale and ror inmate responses (as

mentioned above); control over the rlow of inmates in re~

.’8pect to volume and quality may yield an organization con—»

siderably different in appearance and effects (also a pos-

: sibility here). Thus far we have seen modest changes in>

the balance among organizational goals and an attempt to

'vmodiry the organizational technology in pursuit of the modi-

“fied goals. Ambiguity, resistant traditions and limited

staff resources all raise questions about the ultimabe im-

pact on the inmate:
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Ir the successor ‘has, been successrul in his exter-

nal strategy and has secured’ the support and resources for
the modifisd program without mobilizlng opposition, thereby .
enabling him ﬁo implement an internal strats%y that contrilb-
utes to the_goa}s that hé,has specified,»the results should ‘
be detectable by examining the outcomes, or proddct. Sev-
eral notiows exist about appropriate criteria fer assessing
what a correctional institution for Juveniles ought to
accomplish. Such criteria as recidivism or other post-
institutional measures pose problems of cost and control
over complex influences that are insurmountable in this
“study. ~ Instead, we turn to the phenomena that are accessi-
bile from within the institution, .and look for evidence that
Tthe Institution servss more than retentive ends on the as-
sumptisn that what oc¢curs within the institution has 1mpli—
cations for behavior outside the institution.Bl According-
ly, confirmation of the fact that the inmate has accepted
- the institutional experlence as legitimate, or seems more
1ncl;ned to do so0, 15 a test of the proposition that chang-
' es-in gpe 1ntsrna1 ssrategy of the executive imﬁlies organ-
‘1zational iniluencqs'to whié¢h the inmate sub-system has re-
Sponded. _ k » »
» | 'Changes in fﬁe‘population'éomposition might be a
source of variation, 50 we examine that first. Then we look
s at” 1nmate perspectives and relations to 1nform us about

their resppnses,to shifts in staff structure, authority and

Fu

318treef, vintef, and Perrow, op. cit., PP, 3195-96..
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S perspectives. Finaily, we consider the extent to which in-
- mate perspectives reflect characteristics of the inmate pop~
‘ulation and the #xtent to which they reflect a response to

a modified organization climate.

The Inmate Population.;hThere were a few maiked differences

in the institution®’s populatisn under each of the executives

(Table 20). The successor had .less, serious offenders, more

' offenders who had committed three or more offenses, many

more boys from broken homes, fewér offenders who were at the

+

extremes of the age range within the institution and more

a.rrom households in whicéh the head was unemployed,. (Differ-
k ~coces in the first three attributes meﬁtionec were at least

significant at‘the 5% level of confidence.) ‘The p?evious
stcdy fouqd tba‘ background cha“acteristics of inmates oad

little systematic influence on 1nmate perspectives ac ross-a

3 range of 1nstitutions.3a In that study the relative potency
i of organizational differences outweighed the influence of

V% "inmate attributes. Nevértheless, the‘cOmplex interdepend-~

ence of inmate attribute, organizational context and 1nst1-

&utionai environment seems quite explicit

"o the,extent that background variables have any re-
lationship with perspectives beyond rdndom associatlons,
they seem to do so mos%ly in interaction with the insti-
tutional environment. Background attributes apparently
take on their primary significance through the emphases
‘and interpretations staff personnel give to them, and
the staff behavior toward inmates that follows from
these perceptions. . . .

H

321p14., pps 217-220.
331p1a., p. 220.
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TABLE 20

INMATE BACKGROUND CHARACTERISTICS,
FROM INSTITUTIONAL FILES

- Prede- Succes~ e
Background cessor's sor's Ly
Chdaracteristic Adminis- = Adminis-
: tration tration
. - : (2) (5
Have committed more serious offenses 67@ 528
Have committed three or more offenses 23 340 S
Have been in this institution before 25 22% . 1o
Are under 14 years old 13 10 i
Are:14-16 years old - : 6l 71¢ &
Are over 16 years old 24 19 i
Are not white 12 11* EE
Have IQ's below normal (91 or less)d 68¢ 68 :
Come from homes that are broken or s
show serious problems 54 81¢ i
Are from countlies with citles of: r R
10,000 ~ 90,000 49 39 o
under 10 2000 51 - 61 L
.Are from homes where the head of ‘ oy
the household is: - . 4
: White collar 10 8 o
; . Blue collar 48 52 h
R Not in the labor force . - 42¢ 50¢ 5
: . N = (197-209) _ (254-256) e

aIncludes arson, forgery, sex offenses, breaking and
entering, and crimes of violence. Dependency, neglect, tru-
ancy,’“insorrigibility,“ maladjustment, theft and vandalism
are excluded. " Differences are significant at 5$ level S.E.
(difr %) = .05,

tOffenses related to current commitment as well as
"offenses unrelated to current commitment were coded, so the
11crea5e may reflect record keeping variations, variations
in coding.procedureés and changes in the population s charac-
‘terlstics. ~Significant at 5% level.

i ' ¢pifference is not significant.

" dThe number of cases during the earlier survey was
121 and during the subsequent survey 186.  Only boys regis-
tered in school, which excluded many drop=-outs, were tested Lo
during the earlier period. Tests were administered to a ) i
much -larger proportion. of- the 1nmates only a few months be-
fore the more recent survey.

€Although improved records as well as variations in

~-coding practices may have contributed in part to this great

difference, this change is consistent with the increase-in

the number of inmates from households in which the head was
unemployed- - -Significant beyond the 0.1% level.

fDifrerence i1s significant at 5% level.

s s e 164
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The reduction in the number of older inmates; more
geriqug offenders, and rdrmer inma:es may contribute to eas- ,
ing concrolé by staff, or.at least to minimizing their prob- & \L;
lems as they sought voluntaristic compliance. Also, the
increased number of inmates from more rural éreas,‘from
househoids in which the head was unemployed and from broken
homeé may have contributed to an inmate population fhat fii- ) e

= : tgé'the institutional program better, i.e;, were more amen~ @é

: able to-institutional expectations. It 1is poséiule, of : %f
course, that Smith's relations with judges helﬁed him to re- S

1‘ duce both the age and severity of the offender, also that
.~this might have been undertaken to faéilitate implementing ‘!i»
ﬁhe'progfam modifications that he,invoked. Before we can ;‘%
understand the implications of the above changes in the in- ‘ ‘;Vaif
‘mate population, it is necessary to determine what happéned

. to'inmate perspectives with the change in administration. ’ i

Inmaté Persgeétives.-~ln Table 21 significantly higher per-
centages of inmates responded conslstently in a maﬁner re~ ‘ ‘gf
e e T tlecting positive orientations to the institution and its 5
staff under Smith than under Jaékéon. This lends credence

‘to the view that inmates perceived and responded to the

e

i = modifications. Most notable 1s the 223 gain in the item on
Staff:fairpess! bearing in mind that staff were being en-

: 'vcouraged to differentiate and not to employ universalistic
é 15br1téria; also, the 16% gain'on the item about stérf not
,éaring aboutlinmates~—this despite tﬁe facy that order and

.

$ : : ; :
©¢ . conformity in the regime had not changed-markedly. - The i19%

3 R : :

t
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Summary indei
. Score highdpositive
on index

' TABLE 21 ,
¢ INMATE PERSPECTIVES ON INSTITUTION AND STAFF : i
1 Inmate Predecessor's Successor's {
% Perspectives Adminiﬁtgation Administration
¥ (£ () }

b2 o 582 e
Individual Items

Would rather stay in . L7

. present institution b : St

than in some other 43 62 : ;

: : . Think this 1s a good ;

R : o S : place to be, relative

: to earlier expectation . 37 66° i_

’ ‘ N Think this is a place ' '
Co . . that helps boys rather : : §
L B than a place to send ¢ 1
R N or ‘to punish them 33 37 s

. : Think they have been
) : : o " helped by thelr stay a
-great deal or quite a

o : o R £ ¢ | 72 76° R
: v Say adults can be a lot i
i of help on finding out
S why they got into trou- a
e ble and how to change 37 EERE-2 ‘ SO
L ~Say the staff members are ‘ o b ‘ I
~pretty fair o 59 81
‘Disagree with the state~ )
ment that staff don't: o a
; care about the inmates = - 42 58%
i Number of cases . k (196-209) - (2h0-254)

i 85ignificant at the 1% level; Maximum S.E.(d1ff.§) T
L% 08, s ) .
‘ DSignificant at the0.1% level. '

®Not significant.

_ dA score of 4 or more was considered a high posi~
tive index. = The maximum score was 7 and the minimum Q.
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- and 29% changes in the first two individual 1ltems, respec-

tiﬁely, provide support for the l1dea that the institutional
reputation had not caught up with current‘practices. FurA'
ther evidence of the positive perceptions that inmetee‘held
of the institution's f&cilities and progiram are provided in
Tabie 22.

TABLE 22
INMATE VIEWS ON FOOD, PROGRAM AND SUPERVISION

. : Predecessor's Successor's
Inmate Views Administration Administration
(%) ' (%)

Say that "things like the
-food and sports here"
are "worse for you here . a ) a
than they were at home" 56 » : 45

Agree that "there are not , :
enough things to do dur- . b : b
ing free time" . 55 ' 59

Say they have received "a
“lot" or "some'™ help to
_ prepare for future jobs

"you would like to have" 59° 63°
Agree that "some boys can - R R
“get away with too much" 74 69
TN o (203-207) (248-255)

854gnificant at the 5% level; S.E. (diff.%) = .05.
PNot significant.

Here, too, the responses for three of the four items

reflect a4 more positive attitude among inmate under Smith's

"regime. The smaller per cent agreeing that some boys can

- get away with ‘too much™ suggests a reduction in the ex-

! ploitation or privileges and of relations with staff, and

IS
i
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implies & modified operative mode by staff, It is important

~to bear in mind that a slightly more complex system of con-

ditioning was implicit in the changed technology, not & psy-
chgtherapeutic model. Therefore, we would expect "reality"
oriented responses to the program and to staff expectations,
not "insight" oriented responses. This is indicated in the

inmates' views on adaptation to the institution appearing in
Table 23,

The data reveal an increase in the practical consid-

;erétions essential to the Ilnmate's release durihg the succes-

sor's administration, e.g., acceptance qfkthe institutional

,'ndrm of eanrormiéy.3q At the same time the daba show a sig=~

nificent reduetion in anbi-institutional responses (corre-
Bponding to the proporcions of such responses in treatment
oriented 1nétitutions) 35 This suggests an easing of the
conditions which promote anti~1nstitutional norms, and pos~
sibly & reduction in the coercion and exploitation of in-

mates by staff; It also suggests the persistence of obedi-

ence and deference expectations.

Inmate Relations.--Two other issues are examined as we as-

'sess the inmate response to the management of the successor. -
: Hhat,are the implications for 1nmaté relétiouships wlth. one

"~ .anothepr? Using‘inmates agéinst one another in a manner

characteristic of theipredecessor's administration tends to

3“This departed from the response pattern in treat«

,"‘ment oriented institutions. Ibid., p, 205.

B1p1a.

8
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inhibit the formation of integrated informal systems and
fosters suspicion of one another among inmates. What is the

<

evidence oh inmate relations and to what extent do the sub-

'system norms support antli- or pro-institutional norms?

TABLE 23
INMATE VIEWS ON ADAPTATION TO THE INSTITUTION

X Predecessor's Successor's
Inmate Views Administration Administration

_ (%) {2}
Perspectives on the best . '
way to get along:

UStay out. of the way of
the adults but get
sway with what you b
can” ; 16 6
"Don't- break any rules ‘
+ and keep ocut of trou- ) )
ble” _ 58 65
"Show that you are real- ‘
‘1y sorry for what you

dig" 13 11
“"Try to get an understand- Co ‘
ing of yourself" 12 5
"Be a chiefie” ' a | 13
N = (187-202) (284)

8phis alternative was not used in the first and sec-—
ond surveys of the institution. It refers to the practlice
of toadying to staff. Omitting the number using that alter-
native (assuming that those responses would be distributed
in the same manner as the others) would have increased the
per cent of inmates selecting the second alternative to
seventy-six per cent; the difference .from the 58% during
the predecessor's administration 1s significant at the 5%

level. - :

bSignificéﬁt at the five per cent level of confi-

‘dence.  S.E.(diff.f) = 4.3%. :
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TABLE 24 _ s
INMATES SOCIAL RELATIONS AND PERSPECTIVES ON OTHER INMATES B
Relations and Predecessor's Successor's
Perspectives Administration Administration
(2) (r)

Hang around with tuws or
 more boys 59 632

Have two or more close

] friends here .70 7728
£ Vant to see all or more : A 4
; inmates again after . ' o S
[ release . ‘ 27 33 : g

N = C - (202—208) (246~255) : i

: 8¥oune of the differences is great enough to support. ' ﬁ:
_--rejection of the null hypothesis at the 5% level; however, C
the combined probabilities of differences of the obtalined il
“ size all in the hypothesized direction is less than .0007.

, ' i
Table 24 gives data on this question. The propor- I
. B - b
tion of responses to every item indlcates a more positive !
relationship and more positive orientation to peers under
the siliccessor than under the predecessor., However, in-
créasedvinmate soIiQarity may be oppositional to the organ-
ization as well as supportivé. Host studies of adults'’ '
prisons have noted the presence of inmates' informal system : >* 
and, until the study reported by Street, it had been as= ‘
sumed -that the oppositional model was inev.itable.36 37 ‘ !
Here we note that data on inmate perspectlves have already

;iindicated positive views of the institution.and the

i
{
!
i

A

36D Clemmer, The Prison Community (New York Rine~
hart 1958). .

376 M. Sykes.and S. L. Messinger, "The Inmate So- ;
_efal System," 4in R. A. Cloward, et al., Theoretical Studies ‘j}
1n Soc%al Organization® of the Prison {(New York: Soclal Scl- - g
ence Research Council, 1960), pp. 5T st
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institutional experience. Below, in Table 25, is evi-
" dence that the inmate sub-system norms. are not anti-insti-

tutional; ra;her inmates appear to have incorporated the

adrms of the institution itself.

TABLE 25

NORMS AGAINST "RATTING" TO STAFF

o t Qhad . Predecessor's Successor's
Inmates' Statement Administration Administration
Cholces (%) (%)

An inmate should not warn
the staff of a plan to a
beat up an adult ] 38 23

. “"An inmate should not tell
v . the staff of plans to
~ rough up the boy's
-~ friend 36 202

I would not tell the staff
secretly who was steal-
ing from the kitchen, :
when group punishment . s
was being used 4y 27

An inmate should not ever
“tell staff that another ; b
boy plans to run away 43 39

High opposition to teliing
staff on index summariz- e
ing items :above 46 - 35

N= , (199-209) (244-246)

8significant at 1% level.
bNot,significant.,
®significant at 5% level.

& 7 We find that the inmate sub-system under the succes-
‘sob,is more highly develdped in a manner that is consistent
with institutional.needs and in a way that is conducive to

‘the inmates integrating the institutional experlence within
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their normal operative mode. But it is unclear whether this
1s 8o because of changes in the composition of the inmate
population, changes in the institutional program or because

of the interaction of the two.

Inmate Background Chardcteristics and Inmate Perqbectives.—-

Table 26 presents the inmates perspectives on the institu-
tion and staff according to background chafacteristics of
the inmates. The seven characteristics selected for the
analysis are those which reflect changes in the 1nma£e pop-

ulation from one executive to the next. Three of the at-

“tributes in the table may be linked logically to the extent

" of the inmates' deviancy, e.g., seriousness of offense, num-

ber of offenses and number of timeé returned to the institu-
tion. Only the last mentioned was significantly associated

with inmates' perspectives, yet the population was not sig-

: nificantly different in that respect under the two execu—

tives. Therefore, it'is the differential effect of the or-
ganization on 1nmates under each exerutive, rather than the
change in nopulation composition alone, that contributes to

the shift in the inmates’ perspectives under Smith. Addi-

“tional Support for that proposition 1s provided by the data

on the anber of offenses. In this respect the population

.dirfers siznificantly from what it was under the pr@dpcessor,

but the number of offenses was not related to 1nmate Derspec—

J . tives, It is likely that the change reflected by the data

“1s real and a function of better records on the inmates,

rather than a change in inmate attributes under the  ’




TABLE 26

, INMATE SCORES ON INDEX OF PERSPECTIVES ON INSTITUTION AND
STAFF, ACCORDING TO : SEVEN BACKGROUND CHARACTERISTICS

Background : Inmates with Positive Indices
Characteristic Predecessor's . Successor's

Seriocusness of major
offense

Less serious® 4 38 48
' N (66) (99)
More serious b4 42 42
L N (140) i (127)
" Number of offenses
Less than three® g 42 59
N (161) (188)
More than three % 40 57
. N (48) (86)
Number of times re-
turned to the in-
stitution ’
None®© b4 by 61
N .(156) (201)
* One or more y 4 4s
N (52) (55)
Age d : ) '
15 or less % 3u 70
‘ . N (94) (140)
.16 and older 4 47 - 40
i N (114) (116)

aDirferences between administrations and categories
are not significant.

bDif!‘erences between administrations in both cate—

. gories significant beyond 5%.

®Differences between administrations in "None" cate-

gory and between categories in the Successor's administra-
~tion are significant at 5% level.

dDifferences between categories in Successor's ad-

‘ministration and between administrations for the "younger"
category are significant beyond 1%.

Differences between categories in the Successor s
administration and between administrations for the  "Not In-

“tact” category are significant beyond 5%. (See p. 191.)

t‘Significant: at the 1% level; no inmates from coun-

-+ ties with cities over 90,000. (See. p. 191.)

8pifference between administrations in "Blue Collar"

category is significant at 1%. (See'p. 191.)

3

Administration Administration
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TABLE 26 (Continued)

‘Background ~Inmates with_Positive Indices

.. Characteristic Predecessor's Successor's
B Administration = Administration

Family situation
intact, no

. preblems® 3 Le 43
N (95) (49)
Not intact 4 36 . 61~
e N (111) . (205)
Rural origin® % b1 58
, . _ , N (208) (252)
Occupation of head of '
household : . .
white Collar® % 22 IR 1
N {18) : (19)
Blue Collar or : .
not in the : .
"labor force ' 42 59
’ : N - L (AT9) ; (219)

1

‘ successor. ' If only changes in the composition,of the popu~

~ lation had contributed to the snift in perspectives, the

ES perspectives of .the inmatcs uander the predecessor would -have -

'been associated with inmate attributes. That was not the

LI

case. Further ,we would»have expected to find some tendencz
for an attribute to be associated with perspectives and an

increase;in the'populat on having that attribute. That did
not occur.ub N : '

: Although dace on the population did not reveal a

ti Bignificant difference An age, (except in heterogeneity)
. that was an artifact of the eategories employed . When 1 he

\fproportion of ‘the population under sixteen 1s compared with

the proportion c. the population age sixteen or older, the

’f\difference is significant at the 5% level of confidﬂnce. A
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‘reversal in the effacts of the institution on perspectives
by @age 1s observable and a very oignificant change in the

‘attitudes of younger boys is evident. Similar patterna ap~

' pear for other attributes, such as coming from a family that

" was not intact, coming from a more rural sres, and coming
Vfrom a family in which the head was a blué collar worker or
not in thc'laborvforce. Evidently, aignificant differenccs
in.perspectives are relatedlto inmate attributes undér the
successor, but not under the pfedeceésof. These facts sup-

i port‘tne'conﬁention that the change 1in inmate perspectives

‘ stem from the interactionAof organizational effects and
changes in the composition of the 1nstitution 8 population._
Unfortunately, neither the size of the population nor the
types. of measures employed permit accounting for thc rcla-
tive nrobortions‘of the variance contribufedAoy each of ‘A
the'attfibutes, the change in agminiétratidn and interécf
tion between the two. | | .

The fact that the serlousness of offense is not part

of ‘the picture, suggestS'that offenses;‘gg£_§gj"may*provide

‘flittle guidance in identifying the effects of. correctional

o programs and prescribing appropriate programs.. On -the

;’other hand the age. and social backgrounu of the'offcnder

" do seem to have imincations for the kind of program pro-
;kvided and 1ts effects.

; In order to ascerbain ‘the pervasiveness of the ef-
Bffccts of inmate‘background characteristics, the same,varia—

7Bie5 vere controlledvin an examination of lnmates' attitudes
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about "telling" on other inmates and an index on inmate

s

",solldarity. The results were similar;, Tﬁe only. exceptions
| were the lack of associations between family cccupational
background and rural beckéround and a high index of 1nmete
solldarity. Illustratlive ¢f those findings are the data on
'eges of the inmates. Of the younger inmates, 77% had a high
score on the "ratting Irdex” (would tell), bet only 58% of
"the older inmates had a high score (N=256, S.E. = 6.5%,
;,_ probability is less than .0i)}. Fifty-three per cent of the
»fyeunger inmates had a.high score on the solidarity index in

contrast to 23% of the older inmates (N=256, S.E.= 6.3%,

Ve

‘probability less than .001}. 4 48 evident that the

,;mates according to inmate attributes. Program effects and
) changes in the. composition of the population contributed to
k'bhe shift in Inmate perspectives of the 1nstitution,'inmate’

.80lidarity and inmate norms on ratting.

Summar

In this chapter we have linked the operational tech-

i i 23 e

. nologies of the ‘two executives tao the staff perspectives and

,“relational methods that starf employed with inmates, and in

- turn the starf perspectives and relational methods to the

»inmate perspectives and subwsystem rormation. we have noted
"that certain problems were manifest ror each executive that
1iwere peculiar to his 1nternal strategy, angd also, that there
ehave been a eet of consequences for the staff and 1nmate'

’lsub—systems that reflects the strategies of the respective

. ‘successor's program produced diffefential effects on the in-"
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~executives: The predecessor, in a more'vigorous, thobough~

©.. golng manner, attempted %o direct all aspects of the 1nsti-

'&utien's operation, His authoritarian manner &nd inclina-
tion to support over-sirictness rather than laxity and need
to malntain absolute conteols over both staff and inmates
promoted a figid nierarchal scheﬁe in which inmates were
incorporated in the interest of the institution. There was
1ittle identification with inmate interests, and thus we

find that inmates tended to hold eséentially negative per-

spectives of the 1n$t1tation5 itis program, and its signif-

- ‘lcance for themselves.,

In contrast, the minimal changes invoked by the suc-

cessor, desplte gaps between his intentions and the staff's

. capacity to lmplement them, managed to convey quite a dif-

fersnt notion ef the institution to inmates with hodest,

though visible differences iﬁ inmates perspectives. How-

‘ever, it is also evident that in part the change was due to
~adifferent population orlinmates. The changed population

was somewhat more malleable and more accepting of demands

‘for conformity. ‘and deference (consistent with their youth

and the deprivation or their home background) The ‘institu-
) tion 1ncu1cated a more positive perspective or 1tselr
greater acceptance‘or institutional norms without the anti-

‘linstitutional fe&ctions characteristic of obedience/conform-

1ty type 1nstitutions.

i fﬁurposes left the institution at the‘obedience/conformity

Although the modest changes sought in organizational ,'

,
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fegion of & custody-treatment continuum, the changes pro-
’ duced a'modified impact on ghe 1hmates and reflected a dif-
ferent relationship with the environment. The findings re-
vealythe kind of limited response to prevailing grends Ehat
is possible_under the environmental conditions and organiza-

tional character that existed for the successor in acceding

o to office. But, they also indicate the range of options

avéilablé‘to the executive and the potehtiai of those op~
tions. In addition the interdependence of internal and ex-

ternal operations in the l1life of the brganization is appar-

’ . ent.
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CHAPTER VII -
SUMMARY AND CONCLUSIONS

‘Introduction

We have exsmined a correctional 1nstitution for

. male Juvenilks under the administration of successive execu-
tives. The 1nst1tut10n was of the obedience/conformity

type according to an earlier study and nad been tound to be
: stable at the time of that study.l ﬁubseguent to & change

- in executives and turnover of all staffr, except the chap-
lain, the institution was re-exéﬁined. The ehvironménﬁal
conditions and external strategiés of‘ﬁhe*new executive

: recei%ed speclal attention te 111um1nate the adaptation

‘bf this type df 1nst1tutioﬁ. '

Substantive goals of the executiyes‘&ere derived
from an anaiysis of rdur underlying elements: (1) execuii#e
backgrounds, (2) the "definition of the situation,"'(B) the
© terms or succession and (#) the organizational character.9
‘The goals specified by the executives angd their external

“@and internal strategles were compared.3v'

‘The external strategies provided the baais for de-

' ~termin1ng the organizational-environmental relations and

'their reciprocal 1nr1uences. The organization was tveated

1Street Vinter, and Perrow, op. cit., pp, 264-268,
2Supra, ‘Chapter IV.
3Supra, Chapters V and VI.
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as the focal position of interest groups that were relevant

. - %o varlous organizational rieeds. - The exchange of influence

was: mediated by the boundary role definitions, which was an A}’{
aspect of the executives' sxternal strategy. Executive ori- | V
cntation tofthe;environment‘and thevorganizational goals
provided a oasis for inferring‘the role performance mechan—
: isms employed by the executive. The size of the organiza- . év"
" tion set, its integration, and the ‘advertency, saliency and

potency of interest groups in the organizatlon-set, provided

the bases for inferring the influence of varlous interests.

Internal strategies were vlewed as the means for

3 .
e

implementing the goals that the executives had specified
nd included the organizational technology, expected staff—
‘inmate relations and tne communiication- coordination tech- . i
‘niques for managing the organization s thrust. The 1impact
pf the thrust was inferred from thevinmate norms, perspec-

tives and sub—system structure. , S . ;?

‘The basic assumption is that neither external nor

internal operations alone suffice for managing a viable or-

4:ganization or protecting executive tenure. It 1s hypothe-

"f sized that betwepn the two, the demands of external forces

afdominate internal forces in shaping organizational behavior.

Summary of the Findings

. The. major substantive findings of the research are

i listed in brief form below. Following the 1ist, each of

“the numbered items will be discussed in order. Tne*
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discussion of each 1tem will consider the contributing con-
ditions, implications for other aspects of the study and
' propositions that the findings support.

Organizational goals were stable over a five-year
period (within the obedience/conformity region of a
custody~-treatment goal continuum), despilte minor
variation in goal emphasis.

Both executives manifested tendencies "to raétrict
the observabllity of the institution,” but the suc-

- eessor, because local orlgin and external power gave

him security, exposed his staff to comparative ref-
erence groupy and engaged in extra-organizational
relations that differed in type from those of Jack-
son. There was greater organizational accommoda-
tion to external pressure during Smith's tenure.

Changes in the organizational technology by Smith .
econtributed to weakening the traditional thrust of
the institution. Inciplent bifurcation was evident
and staff perspectives were more diverse and. incon-
sistent.  The balance of power among staff groups
changed; over-all tension was less, but relatively
high tension developed between certain staff groups.
" Inmate use was modified and the length of stay was

»réduced..

Under the successor, inmate perspectlves wers more
positive and sub-system solidarity was higher, than
under the predecessor; also, the inmate populatien
was younger, from more rural, more deprived back-
grounds and more homogenous, than under Jackson's
reglme. The change in inmate perspectives and sub-
system formation was associated with dirlferences in
the program, differences in the inmate population

and interaction between the two. It was not related

to length of stay.

The sections discussing the above findings are:

{1) organizational goals, (2) extra-organizational strategy,‘

;kenvircnmental relations and 1mp11cations for the organiza-

h~’,tion, {3} implications of executive 1nterna1 strategies for

Organizational structure and staff sub~systems and (N) ex-

ﬁiecutiVe 1nternal strategies and inmate sub-system réesponses.
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Organizational Goals.~-The two executives shared similar

perspectives of human behavior, of delinquency, and of its

causes and cures, Both execntives owed thelir appointments

to fhe political patronage system, but each came to the of-

fice under different conditions and each represented a some-~

what different approach to the management of the institu- -

tion for his party. Also, each executive differed in back-

ground.
Thefpredecessof was a "erisis" appointee, who had

to "clean up" the institution to protect his party's image.

' Bis background as a teacher, his "professional®™ training
l and response to laxity in the administration of the execu~
: tive that he replaced rostered an emphasis on firmness and

"objective, more detached relations. Bécause these views

were‘imposed on authoritafian notions of human management;

"he falled to communicate the idesa of "underscanding which

~,he intended to accompany his human relations principles.

The successor was selected because of his local background'

-and experience as sheriff in the county where the 1nst1tu—

‘ tion was located. His appointment was traditional in- that
2 _it,ktqo, folioéed customery patronage practices and occurred
‘after a chnange in state administration. Although the suc~
_eessor facéd similar demnnds, "to enhange the‘image of the
- party," critiéisms of his predecessor's ?egime provided a

. different orientation to the institution. He had to avoid .

fyfhe harstiness of the previous administration,.qontinue the

~orderlf managenent or‘the institution and 1mproyeion his
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predecessor's record,

‘ ‘The predecessor had employed the report of a Citi-
zens! Committee as his major guide in ettending to the
. physical facilitles of the institution. The successor did

‘ likewise, but he alsoc had access ﬁd the study.of the argan-~ o

s : iﬁ';ization during his predecessor's adminiétratioh and was more
successful in his efforts to providé evidence of his "effec~

E ktiveness.” |

"

Jackson, a5 a member of the minority party, and

~from outside the county, had limited power to influence the

yf}runds allocated to the institution. To meet patronage de-

' mands, after the defeat of his party in the mid-term elec- '
tlon, he had to ‘discharge the remalning personnel affiliated | ‘
with the opposition and make room for pafty members. In de~ P
ing sé, he antagonlzed the local community which had a pro- i
prietary 1nterést in the institution. Smith‘represented 1
locai interests, and becaﬁse of his arfiliatioh with the - %L
dominant party and personal tigs‘with prominent legislators ;
and Judges (thrbugh his éxperience as sherifr); operated in

  a'd1rrerent élimate,than the predecessor‘ "Further, his ; o v,?{

%”“ career aims were satisfied by his appointment as executive, h f o

= vhiig‘the:predecessor sought to enhance his pdlitical career )

by using the executiveship as a stepping stone. s e

‘Each executive formulated goals which were much ‘~,?;

o alike,'Since“both»sbaréd'perspectives that preﬁailed in the

, %ﬁ‘, [ “The study referred to is that reported 1n Street
; o o B : ¢¥f_vV1nter, and Perrow, op. git.

.
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region and‘both occupied a precarious appolntive position.

Howéverg'there»were two major differenges; Jackson was com~-

mitﬁeﬁ to OVercoming,the laxness of a prior admlnistration,

~ whieh 1mplied more order snd greater severity in his pro-

: gram; also, his background and political ambitions led him
to,manage, persénally,.the full rangevor external and iﬁ—

‘Ategnal operationé., Despite the simplistic prqgfam, the num-
ber of operations, alone, made it impossible‘rér him to be

adequately Informed and to control all activities. In con-

.'Atrast, Smith had to reduce the harshness of the earlier'ad—

lministration anl still maintain order. The absence of pro-

’kfessionalism and higher education'in his ba¢kground per-.

mitted, even encouraged, a more personal approach to inter-

perspnal,rglationq and greater dependenée on upper—;evel
.staff and external interests. In addition, changes in the
ﬁower balance within hils own pérty and in the étrﬁcture'of’
fhé pérént‘organization, ultimately implied a slight shift
in Smith's mandate (toward more extensive inmate change).
The prgdecéssbr was committed to obedience/conform-

ity géals, which were to be achieved by strong negative

}ksanctions, with overt conformity and deference és evidenge

: of success. The successor ¥as also. committed to the

qbedienée/confgrmity moéel and employed a simple, condition-~

;  ing technology.  But he was concerned about the impllea-

L . tions of coercion, as wegll. He advocated voluntaristic com-

- pliance as a means for ‘managing inmates and extended the

“range of sanctions to’include positive and negative
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reinforcement. He incresased control over iﬁmate indoctrina-
tion and over the use of inmgtes and feduced'liné~s£arr con-
trol of punishment and influence over length of stay; Smitﬁ,
also,'reduced the length of stay and procured a.more homo-

yéeneous, more manageable popﬂlation, consistent with his
program philosophy.> e
- Despite the fact organizational goals were stable
over a‘five—year period, 1n‘cbntra3t to the one-year period
_in the earlier stu@yg a number of combinations and permuta~

tions among goal emphases seem possible within the obedience/

::conformity goal rangé;‘ It appears that each type of insti-

tution categorized by Street occihples a range on ti.: goal

continuum, not & preclise goint.s‘ Although substantive goals

K dlfferentiaté organizatiohs that are proximately similar,

gbre exact measures énd better identification 6f rélevant
diménsions are needed to diseriminate between highly‘similar
organizations. The‘findings cited above permit éeneraliz«

ing to two areas central to this thesls. First, they con<

" tribute to assessing the relatlonship between external and

~internal influences on organizational behavior. Second,

byhej may help sﬁééffy the dimensions and measures essential

_ for more accurately differentiating among Qighlyfsimilar or-

ganizations, as well as some of their effects.

“ The findings 6n‘organizationa1 gbéls,proyidé the

Sinfra, pp. 209-211.

?Street, Vinter, and Perrow, og. cit.
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’basea for hypotheses about variation in the external and in-

* ‘ternal strategles of the exécutives.‘ Alihough goal differ-
ences are minimal, the local background of the successor

- and the dominance of his party imply wider ranging énd hore
intimﬁte extra-organizational relations (within the tendenc&
to restrict organizational observability predlicted for both
executives). Therefére, a higher level of influence- ’
exchange and greater organizatlonal accommodation to the
environment would be hypothesized for Smith than for Jack-

.- son. The minimal shift in goals, also, supports the propo-

 ~31t1on that organizational technology, staff perspectives,

~‘staf;‘—inmate relations and inmate sub-system responses
Qéuld‘be constéjt from one administration to thékother~
Hdwever, ir ;heAhypotheéis on organizational accbmmodgtion
to the enviroﬁﬁent is confi:méd, then the implicationsiof
;he substantive goals are moot and the effects of contradic-
ﬁory influences will provide'evidence bearing on the rela-
tive potency of external andvinternal operations for shaplng

 organizational behavior.

Extra-Organizational Stratezy, Environmental Relations
-and’ Implications for the Organization

.Reviewing the findings on environmental changes and
,f»oféan;zational relations with the environmenﬁ subséquént to
" the chéngé in execufivés,we noterthat three proposals for
~legislation initlated in 1957, by progressive interest
‘v%,srdupé,were finally passed,in~1965.~‘ThéygubStance‘or the

: iéé1siat1on‘1nb1uded the abolishment of capital punishment,

;
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= the revision of the criminal code and thé creation of an

autonomous, professionalized department of corrections.
Three other events suggest pressures for ‘a change 1n the or-
‘ganization® s mandate: the citizens® committee's‘report, a
" ‘new head for the parent organization and the establishing
i o of a liaison position linking all correctional programs
with the pafehﬁ organization. {The earlier study reported
in Street, Vinter and Perrow might also be considered a
~source of pressure.) Nevertheless, we found the goals of
:the organization remained essentially unchénged.
| ' Beariﬁg in mind that éhe correctional measure was
'emgsculateé in passage, it 1s evident that progressive in-

terests came out second best in the‘conrrdntation with local

observe that the resources'that vere provided subsequent to

the appointment of the liaison person were appended to the
institution rather than’ incorporated within it, the 1eglt~
?7:11maey and public support for a change in the mandate ap-
:’pear to represent ‘a’'change in farm, not in funetion; fhué '
| characteristic of the 1solative, ‘dual forms of political
culture attributed to mixed socleties in t:gnsition.s Ohlin
kffindieated chat;considerabie effort ‘and 'skill had to be‘mo¥

. bilized by interests seeking to modernize correctional

7Ibid.

o 8G Al Almond and J. S, Coleman, #ds. The Politics
1§ of Developing Areas (Princeton: Princeton University Press,
;. 19603, pp. 11-bh, 532-558.

_‘proprietary‘interests and the political machine, If we also:
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© practices, because of thé entrenched position of traditional
linterests;s’ He ‘also alluded to-the ", . . large and impor-

activity," and the danger of considering only obvious al-
lies.lo

In the present case, a close examination of. the éit»
Vuaﬁion reveals that ldcal interests were extremely important

in the destiny of the institution and together_with'the po-

~ 1itical machinery were able to block progressive legislation
" on corrections, Other‘modernizing legislation, e.g.;

: abolishing capital punlshment and revising the criminal

coae was passed because of support by pervasive, primary
relational networks. . (The. former benefited frem the sup-
port of tyo~“inscitutiona;ized 1ntefest groups,” religion
and education, and the latter had the éupport of an "1n§ti—
’tutionalized.associational interest group,“ the state bar

‘association.) Local elites with access to the primary, re-

"létiqnal networks were not engaged in the change proce'ss by

progressive correctional interests, whose influentlals did

" not have access to the local proprietary interests that dom-

inated the state's 1nst1tutional program.

The above findings‘point to three elements that are

 51gniffcantffor‘organizatiohal‘adaptation,stability issues:

(1) interest group structure, (2) the inter-system distance
9

Ohlin; og. elt., pp.-128-129.

mn:m. ‘

tans networks of interests that are involved in correctional
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and (3) the’ relational or communication techniques prevail-
ing. . These tindings are consistent with. che work of Lewin,
aﬁd Katz and Lazarsfeld, as well as with the theoretical
statéments‘advanced by Litwak and'Meyer.l-l’la’13 The find—
ings also deny that prosressive correctional interests are
able to modify directly organizational mandates toward more
rehabilitative ‘ends by merely 1ncreasing their 1nf1uence
among‘top elites. Quite obviously; locals exe;cise a power-

ful veto.

The findings on the size and structure of major or-

.ganlzatlon sets relevant té the institution and on the ex~.

“ecutives?' relational methods inform us further on the envi-

rdnmental-organizatiénal exchange of Influence. There were

sharp differences in the‘techniques employed for securing

. funds, racilitating releasés and managing inmate 1nput{

From the variations we draw inferences about the signif-

icance of differences in the structure of the organization

set and about the boundary. structure and relational tech-
niques appropriate.

In the first area mentioned above, the.influénce

- structure was byramidal in form.: The predecessor had to.

llK Lewin, "Group Decision ‘and Social Change "

Readings in Social Psychology, ed. T, .M. Newcomb and E. L.

Hartley (New York Henry Holt & Co., 1947).
;zxatz and Lazarsfeld, op. cit:

[}

13 1twak andg Meyer, og; cit., pp. 33-58.
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. N
engage a large number of Interests, while the successor
traded volume for potency .by engaging a 1imited number of

influentials nearer the apex., On the other hand, 1t is not

© possible to secure the economy of erfort by trading volume
for potency when a pluralistic strucbure exists, e.g., in
the case of relatively autonomous child welf&re offices, the
cou}ts, or heterogeneous service agencies. ‘

There is l1ittle doubt that the successor!s greater

extra-organizational power, in'part derived from his local

:background, enabled ‘him to exerclise more control over the

FE

'vpallqcation of organizational positions and, thus, enabled
h{ﬁ to risk using his core staff in extra;organizational
‘tasks. He was able to {ncrease placements behond the re-.
huirements'made of his predecessor, by the wide-ranging ac-
tivities or his social service director.A The primitive in-

‘~tegration of the Juvenile court system, hhich was evident
in the formation of a juvenile court Judges'vassociation,’
contributed to the successor's ability to disseminate hisA
ideas about the institution’s program and appropriate Ju-
veniles. But, obtaining control over the intake process and

'the type of inmate was accomplished at.the cost or accommo-

,dating a larger flow" of inmates and a reduction in the 1engthv

‘ f”or stay. The predecessor, who dealt with a less Integrated
'set of courts, id not appear concerned about accommodating
.to thelr oeeds. AHe required fewer post—release placements

'?iféhd he and his soctal service director worked through the

" “state offfces rather than with local agencles. It 1s
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impossible to say how much these policies may have con-

tributed to criticisms of his administration.

We note that as the number of sets and the number of
interests 1n each set increased (as Smith expénded the or-
ganizétioh's $earch}, Smith assigned more stafrf to speclal
seéﬁents>or the environment. He did not divide his admin-
i1strative functions into "inside" and "outside" components ,

: rather; he sub-divided each of the two areas. ' Whether that
represented a celiberate, rational attempt to manage a large
and diverse environment, or’'a natural accommodation to his

. own iimitations and strengths, is difflcult to say. In

egther‘event, 1t proved effective 1in coping with external

3 forces; bﬁfvposed,problems of integrdation and organizational

consistency.

: Implicationé of Executive Internal Strategies foE‘Organ—
izational Structure and the Staff Sub-System

Propositions.-—An 1ncrease in the extent’ of inmate change,

‘emphasized by organizational goals, is associated with..

| 1. an increase In the qualifications of:staff,
'2. a more ﬁifferentiated organizational structure,~‘
3. increased camplexity of internal operatfons,

‘§. increased $pecialization within the administration
~of the organization,

5. a-shift in the power.balance,among stafr groups,
© ¢ e.g., more power will be-allocated to groups whose -
‘tasks attaln legitimacy in achleving the chauge in
the inmates, and a decline 1in power allocated to -~
' groups whose tasks decrease 3in 1eg1timacy ror
achieving'inmate change.
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6. a reduction in the severiti of sanctiona per«
celved necessary by staff.

. Findings.--The data on organizational structure refuted

proposiciqn 1. Three factors seem to ‘account for the find-
ing: first, the influence of loczl interests and the ab-
‘sence of more highly qualified prersonnel in the community,
second, low salaries that did not attract personnel with
special education or training (Smi%ﬁ eipressed an interest
in soclal work staff, but the activitles that he had in

mind, casework with a large nunter of ihhates, weuld have

~been inconsistent with his progrém; third, the minor varia-
- tlon in goal emphasis did not demand an increase in staflf

- 'quality beyond the outside rescurces provided).

Propcsitiqns 2~5 recelved support and, thereby, ap~
pear to be the major factors inm the inmate change which:waé
observed. The data on the forzel structure (see Figs land 2)

sugeest a more-clear-cut departnentalization; an 1ncreased num-

" ber of. hierarchal levels ia ope section ‘of the organization,

.an emergent division of labor between executive and his asslst-

ant’ (an‘4ncip1ent-b1furcation) and to some extent the school

uThe propositions proviéed for this and the next

‘“section are offered as a2 heuristic device. They bear on the

firdings 1in the last two items of the summary list and pro-

' .vide evidence from the Staff and Inmate surveys. Brevity

© 12 enhanced and the apparent coemtradictions in the findings

are made- explicit for analysis. It 1s assumed that the di-

~rection of organizational develspment and change follow the

!;custody ~treatment goal contlnuum, and the propositions are

based'on staff ang Inmste phenomena that Street found asso~-

~elated with variocus goal-type crzganizations. In that sense

they replicate the earlier study and i part test the sta-.

. =bility of the relationship between goals means and ends 1in

obedience/conformity institutions. Street,‘Vinter, and

g Perrow, op. cit.
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principal.15 Tables 5 and 6 imply increased power for the
cottage'paréﬁts and school personnel, who were the prime im-
plenienters of the slightly modified program, and less power_
for farm and work supervisors and the social service direc~
tor.gs The specializatlon appears o be. "task integration,"
rather than organlzational integration,. and was acconmpanied
bylindependence among task‘groups, lower levels of €ension,
and diversity of staff perspectives;l7 Proposition 8§, re-
peived‘some support in Table 16; but, on the whole, inconf
éistent and diverse sﬁgff perspectivés suggest that -the
. -modest change 4in goal'emphasis was not reflected in staff
pgrspectiﬁes.ls However, the internal segmentatioﬁ of the
R program, Constraints dagainst physical punisﬁment, reduction
in line~-staff autonomy and'explication of ruie&‘govérning
the inmate rankingigystém seem. to have produced a dilution
of the. organization's traditional thrust. . Certainly, the
weakened traditionél thrust, hypothesized above, would be )
;‘conducive td and would facilitate additlonal gbal modifica-
tion. ‘Téble 19 aiso‘tenﬁs to support'the‘modést shift sug-
. ‘gested above. ﬁbwever; the diver%ity and‘inconsiétencies
1wof starft perspectives also could héve arisen from Smith'
ineffective commun’cation, indoctrinatiniy and coordination
techniques. Staff may pave recelved mixed, embiguous ‘cues

55 Supra, pp. 140-148.
164

upra,‘pp, 152~15%4,

17 Supra, pp. 155-162.

%HSuura,,p. 176~
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from the executive, or they simply did not know how to imple-

/ ment his expectations and he did not, or was not able to,

help them.

Executlve Internal Strategies and
Inmate Sub-System Responses

- Propositions.--An increase in the extent of inmate change,

emphasized by organizational goals, is assoclated with:

1. more positive inmate perspectives of the institu-
tion and starf,

2. 1increased ldentification with institutional norms
" by the Inmates,

‘3. Increased sub- -system "ormation among inmates.
Finding_ ~=The three propositions above were supported, Ta—
bles 21 and 22 provide clear evidence of the positive atti-
tudes of the inmates toward the institution and toward staff,
while Tables 24 and 25 support proposition 3.19 But, changes

in the organizational technology, staff perspectives and

c'manner of relating to Inunates did not reveal the marked

shift that a change in position on. the goal continuum would

denote.» It seems unlikely that the slight change in goal

: - emphasis: would produce the marked cnanges in inmate perspec-—

tives and inmate relations that were detected Although,

: 'the population changed significantly from that of Jackson s

*ts admin;stration,zo the application of controls to inmate at-

tributes- confirmed the 1mpact of the slightly modified pro—
21

1 gram on inmates. However, the impact was greatest on

19 Supra, pp. 183, 184, 187 and 188

Sugfa,‘p;‘lalg e : 21Sugra‘, pp. 190-191 .
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inmates with certain characteristies, €.8., those that typ-

“1fied the change ‘in population.
‘The population of the institution during Smith's

regime was more~homogeneous, which suited a program designed

for mass handling of inmates. A significantly larger pro--

portion of boys were younger, from more rural areas, from
families which were broken and from ramilies 1n which the
head ‘of the household was elther unemployed or a blue col-

1ar worker. " Those: attributes suggest a youth less likely

. to be autonomous and self—sufficient and, therefore, more
-likely to accept adult authority. In addition, 1t is Quite
obvious that, as a group, they had more deprived back-
grounds.. The two crucial variablessbearing on inmate per-
spectives and sub—éystem.formationbwere the “gratification—
deprivation balance" and "rigorous staff control."23 De-
privation is. a relative ¢oncept and the obverse of.staff
control is inmate rights. ' The meshing of ‘a weakened tradi—

tional program with strengthened inmate rights and a more

deprived inmate population ylelded an organizational product
that in some respects, resembled that of 1nstitutions

closer to the treatment end of the goal coninuum.

Con_clus_ion_s .
The evidence above indicates quite clearly the dis-

tinctions between the predecessor and successor executives

22144,

,23Street,fV1nter, and Perrow, op. cit., pp. 224-225,
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and the chain of consequences that followed the rather modest

chanses that took place during Smith's administratipn. It
should be clear that these changes were not wholly the doing
of the Buccessor. Considerable data indicate his similarity L

to the'predecessor, and correspondingly, the-extent'to which

i
his program was continuous with what. existed when he took - ;,'
office.

The fact that he had been in office about three

years prior to any extensive shift in program points to : 'j

-

three facts. First, because of the autonomy of the execu-
'tiue, the precariousness of the posltion and his strategie
location for contro]ling inrormation about organizational
events, innovation is difficult and playing it sate is easy.
\ Second in a public institution, clear support for change

from the parent organization is essential. Third adequate

'means or observation and communications are required for . ‘ ?i
effective organizational‘intelligence,.e.g.,‘the liaisoni ‘ I
- person provided’by'the parent organization.. In this study,.
it - -appeared  that the successor, even though holding some ; éu
perspectives\consistent with a more benign. program,‘needed , : o %55
considerable pressure from the parent organization for :

Blight movement toward: more rehabilitative emphasis. The

.
obedience{conformity model; from within,the-institution it~ . ‘ ?
~ self, 1s a self-fulfilling prophecy. The total institution- ,

vaiystructure of this model usually denies the executive ‘
information necessary for evaluating his: program by any ‘ 'v" £

ether’ criteria.f However, obedience/conrormity type"

s il i st e
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institutions are not free of ewironmental influences "as the
administrations of both executiveS'clearly indic¢ate,

Two other areas bear on our conclusiiis. The pro-
prietary interest of the local community, while somewhat ex-
treme in thls case, 1s not atypical. The residents in the
vicinity of any correctional institution tend to be skittish

and concerned about‘escapes, thus they are the most sallent

“segment of the general public. Whenever an Institution is

separated from a large metropolitan center,‘the nearest com-

munity 1s a 1likely residence for employees of the correc-

" tional institutlon and thus it has access to information

about daily organizational events, in additlon to escapes.:

" Therefore, 1t appears that progressive lnterests must neu-

trallze an extremely sensitive,segmeht of the publiec, in

order to facllitate greater acceptance of more progressive

notions about corrections, even Juvenlle corrections. In

t this study, the importance of ‘the local background of the

successor cannot be underestimated. Because of his local
alliance. he had freedom that was not available to his pred-
ecessor, partlcularly in his senurity about staff. This

enabled him to send stafr to conferences and meetings and

. expose them to a wide range of alternate perspectives.

~ Even the reduction in the length of stay, which was

a trade-off for control over the intake process and which

ffacilitatgd inmate indoétrination, was possible bnly because

of the relations that existed between the institution and

the 10ca1‘commun1ty during Smith's tenure., It was the

e s i oty e e
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exchnnge of deménds with the courts that permlitted Emith‘to
secure the population that ritbeﬁihis program and, in ef-
fect, signalled a modified ideology.zu

The other'area of concern bearing on our conclu-
sions relates to the relative power of the two executives,

Clearly Smith, as a member of the dqminant political party,

- had lesslneed to fear the implications for his party than

Jackson (although.he diqg, nevertheiess). Jackson was bur-

dened by a depression with visible effects on his budget,

* but it isldebatable‘whethér hé could have significantly bet-

" tered the institution's position; even in prosperity. The

state's economic recovery was quite marken by 1960, yet the
increase ‘in the instifutiqn‘s budget was small compared to
'otherlptate‘agencies.

The two points above,-along with the circumstances

that led to the successor's modifications in his program,

" serve to highlight the importance of environmental influ-

,ences ‘on the 1nsfitution. It is inconceivable that the in-

stitution studied could have obtailned an executive that
would have been willing and able tO'institu*e Changes with-
out tbe support of the parent organization, a great deal of

effort in the Yocal community, and support of the dominant

;‘ political party.?s ‘He would have required autonomy that is

2“§gggg, p. 124, D

25This indicates the integration of substantive goals
and the local community environment, 'Clearly "local," rather

~ than “cosmopolitan" perspectives, constrain toward stability.
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not usually availablekin g public system, because of tg;
multiple links of fhe local public with the state, e.g.,
local reéidents on institution staff and taxpayer-voter
status.

The significance'of environmental influences on an
obedience/conformity type institution, such as that exam-
ined here, appears'well documented,.eVen in the face -of the
considerable amount of power that the executlve held in this
case. It 1s the local environment that dominates pressures
* toward "ideological change," 6utyit may have considepably

Cless puwer'to influence "technolo%ical change."

Several other general propositions are supported,

“but in view of the single c;se examined, need to be‘cOnsid-
ered hypotheses,'rather than tested propositions. First,
the ability ‘of ‘an executive to manage observability and to

» control the flow, of information acrOSs organizational bounj
daries'ip‘directly related to the power of the execuﬁive.
Second, the poténéy of intereét groups is directly related
to their social and. geographic 1mmediacy to the organiva—‘
tion. Third, the potency of progressive correctional in-‘
:tereﬁts is ipversely related to the -Integration of tradi-

- ticnal interests and‘direétly related to the tecthlogicali
iand profeésional developnent 6f the region. Other factors

" being equai it (pbtency of progressive interests) 1s aisb
positively, but indirectly, related to the pressure placed

on ‘the correctional program by high delinquency rates.

¥l  Fourth, within a single 1nst1tutional type; €.8:,
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e

obedience/conrormity, & range of houndary structures, each

with its own implications for organizationa1—environuenta1
influences, are available to the executive. Fifth, the
more integrated the interests aof an organization set are,
the greater the potential impact of external contacts by the
organiaation, €.g., the association of Juvenile courts Judg—
es and their conferences allowed Smith to work with the en-
tire set, accommodating to thelr responses and exploiting
areas of support. Corollary The more integrated the inter-
ests of an organization set are, the greatern the potential
impact of its contacts with the institution, e.g., consensus
among the ‘courts about standards for the institution woula
increase the available sanctions and would. be more likely to
secure organiaational accommodation. Sixth the executive ]

urientafion to the environment is a function of the external

‘. power of the executive, i.e., the yireater the executive s

power, the less implacable the environment., rSeventh,‘tradi-
tional,patterns of executive authority (superordination-
subordination) within-an institution are antlthetical to
programs requiring staff discretion and autonomy, further;
it tends to create barriers to effective inculcation of de-
sired starf attitudes and perspectives. Eighth the program
manifest by this institution is a short-run, expedient p;o-
gram with problematic potential, e e policies governing
release provide for parole to inmates under seventeen years
of age; at ‘the same time returnees are required ‘to serve .-

longer periods than first admiSSions, thus, the prozram is .
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creating a large population of parolees, whose length of

stay must be greater than the present capacity -and input
pressure will tolerate (unless ihe program is 8o effective)
that an unusually low proportion of pardlees are returned,
or they are remanded to.higher courts).26 .

We have treated the conditioning program employed
in. this tbedience/conformity institution as though in some
ways ‘it is 1nfefior to "more complex" and "more sophlsti-

. cated" psycho-analytic or psycho-therapeutic models.. 1In

* part that has been due to the readiness df the sihple condi-
tioning program to regress -to a'punitive ﬁodel. Furthef,
the most simple model does not seem to have th; range_énd
flexibility that treatiﬁg human beings requires,. Howeber,
recent advances 1in operant conditioning and relnterpreta-
‘tions of transactions in psycho-therapeutic processes sug-
gest that conditioningipossesses considerable resocializa-

+tion potentialf27 Therefore, additional research 1s

2601"cours'e‘ they can change their rules and aot in-
crease the length of stay: for returnees.

213, D. Findley, B. M. Migler and J. V. Brady, "
Long~term Study of Human Performance’ in a Contiruously Pro-
grammed Experiniental Environment," Space Research Labora-"
tory, Technical Report Series (College Park, University of
¢ ~Maryland, Department of Psychology, 1963); I. Goldiamond;

" "Self-Control Procedures in Personal Behav%or Proglemgég_

- Psychol, Rep., 1965 ‘(Monogr. Suppl.. 3-Vi7), pp. 51-868;

L. Krasnerp ana L? P: Ullmann, Research in Behavior Modifica-
tion (New York: Holt, Rinehart, and Winston, 1965); 0. Mil-

ton, ed., Behavior Disorders: Perspectives and Trends (Phil-
adelphia: Lippincctt| 1965), pp. 237-262; A, W. Staats, ed.,

Buman -Learning (New York: Holt, Rinehart, and Winston, 1964);

V. 0. Tvler, Jr.,."Exploring the Use- of Operant Techniques
= in the Rehabilitation of Delinquent. Boys," Paper read at
. Amer. Psychol. Assoc., Chicago,‘September, 1965); L. P.

.
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1ndicated in the application of behavioral modificatio
techniques to Juveniie delinquents; 1t may very well be that
better understanding of delinquency as well as treatment
processes will find a place for the more economical, prag-
matic, reality oriented programs.

The findings of this study, also indicate that "who
‘.1sfbe1ng treated" and the means are interrelated' Even an
institution in the obedience/conformity range of the goal

continuum can produce positively oriented inmates who trust

- and relate to each other.:

This institution revealed nd "ideological change "
but succumbed to pressures from its management of resources.
This suggests how progressive correctional interests may in-
directly 1nf1uence organizational pvograms and goals. Be-
cause of increase public attention to delinquency, law en-
forcement agencies and courts contributed to populatinn
- pressures on the institution. Althougn the short-term
adaptation produces an apgarenfly “improved" product with
little ehenge,in orgenizationei technoipgy, ‘the-crisis im-
plicit in the current program could very well. promote im-
proved correctional practices.

If societal change 13 manifested 1n 1ncreased

Ullmann and L. Krasnevr, ed., Case Studies in Behavior Modi-
fication (New York: Holt, Rinehart, and VWinston, 19555, R.

E. Weber, ed., Education and Delinquency (Ofrice of Juvenile
‘Delinquency angd Youth Development, Department of Health,
Education and Welfare, 1956); J. w°1pe "Isolation of a Gon-
ditioning Procedure as the Crucial Psychotherapeutic Factor:
A Case Study;? Jnl. Nervous Mental Dis., 1962, 134, 316-329;

i
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differentiation and specialization, then the narrow sco

L

pe
-of this program implies institutional 8peclalization, The

basis for the specialization may not be sound, but it m

ay
provide a stimulus to the rormation of alternative programs
ror handling the population excluded rrom this institution,

returnees, or other special populations.

Some Policy Consideratidns in Promoting Benig_
Programs for. Juvenile Correctlons

Although salaries were low at the institution that

was studied there are a large number of institutions hith

low salaries. Generally salaries are related to general

wages and the cost of living in an area, so low salaries pe i

Se need not handicap an institution in acquiring adequate 1
personnel Other job conditions seem Just as important and
some of the more important are recognition in-service train—
ing and salary increments based on demonstrable increases in
knowledge and/or skill. - )
' Other non-wage factors might be to emphasize the
Personal satisfaction of institutional positions, or the
vcontribution to society, e. g., the value of fifty or more
Years of productive life for inmates, the importance of
Properly evaluating the responsibility of sociefy to youth i
and the importance of helping yeuth assume responsibility,
More intensive programs oriented toward the immedi—
ate community in which the institution is located are re-
'~quired. Such programs might seek to 1nclude members of the
: community on advisory boards for institutions. - 'They might

o i e
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include some provision rdr'indemnitication of local citi-

"

zens aga;nst property losses, (There. have already been

propoéala to reimburse the victims‘of erimes for their loss~

"e8.) They should attempt to break down mispérceptions on

the part of the commuﬁity and overcome inmate feelings of

inadequacy and rejection. Such progfams would reduce the

problem of inmate institutionalization and would < .2 1litate

carrying over into post~institutionai life some of the bene~

fits of the institutional program,

N
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APPENDIX A-1

W

SCALE OF UNDERSTANDING

‘ CItem Perfect -
Scale Type Number Nog—Scale Scale. Total Per
A 412 lypes Types © Cent
Understanding
is diffi- - )
cult I - e - 10 21 31 - 25
11 + - - 11 70 81 64
IIT  + + - 0 ‘10 - 10 8
Understanding )
- 1s the key IV + + + o B 4 3
Totals o2 105 -~ 126 100
Coefficlent of Reproduclbility .94
Item Positive Per

Position Cent

to helping delinquents c1,2 77

l. We can try, but it is difficult to
. -understand the peculiar behuvior of :
delinquents 3,8,5 -~ 23

2. Understanding may be important in

helping delinquents, but what is .
really needed is strictness and

firmness. ; . : §,5 13%

#The proportion respending to this item 1s too ex—
treme to mest criteria for inclusion in the scale. However,
the high probability for securing an acceptable coefficient
of reproducibility by chance:and an inadequate definition
of the underlying dimension which would result from employ-
ing a two-item scale appear .to be the greater short-coming.
The ordering of the items differs from that employed by
Street. Using his order for the items leads to an incon-
sistehcy in the data for staff under the succéssor, e.g.,"

fewer staff appear at both extremes of ‘the scale, 1ndicating

contradictory shifts in staff positions. -The 1limited number
of items raises a question about the underlying unldimen-
sionality which Guttman-Scaling Techniques are designed to
reflect. ~However, a larger number of ltems is assumed by

- such procedures. The few items employed here apparently

comprise such a small segment of the understanaing component
implicit in the custody-treatment continuum, that it 1s sub-

Ject to variable interpretations, particularly within a lim-'

ited range at the lower end of the continuum.  The Coeffi-
clent of: Reproducibility dropped to .89 when the original”
order of the 1tems was employed. )

ottt s < S
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APPENDIX A-2
SCALE OF DISCIPLINE

Lo
e
e
i
5,
i
1o
i
!

o Perfect

Item Number Non-Scale -~ Perp
Scale Type Scale Total ¢ !
; 6 3 5 ~ Types Types Cent :
Discipline is : ' . z
~emphasized I .~ . _ 10 " 26 36 30 ;
: IT + - o 3 43 46 38 i

IIT + + < 0 28 - 28 24

Permissiveness ’ _ : ‘ '

1s empha- ' i
8ized IV o+ +4 0 9 9 8
' Totals 13 106 119 100
" Coefficient of Reproducibility = .92
Item : . Positive Per W

; : Position Cent

6. One of the fhings a delinguent needs
is to express feellngs without belng

' punished. . . . 1,2 64
3.. Delinquents have to be punished, ir ‘
they’'re going to learn behavior, 3,4,5 24

2. Understanding may be important in : . . oy
helping delinquents, but what 1s
really needed is strictness and
firmness. . ' 34,5

: e 10* L

2+ Society is going to have to be ‘a lot ’ - :
T tougher than it has been, 1f it 1g O
golng to cut down on delinquency. " . b,5 26 :

The trouble with delinguents is
that they haven't learned to treat :
adults with respect and obédiernce. 4,5 15*

'R *These items were omitted from the scaling procedure
A because of the extreme proportions responding positively,

S SV SNRIE S SO S

atitution on.the custody-treatment goal continuum, With a
broader spectrum of institutional goals represented a highep
proportion of starf probably would respond'positively to
these two 1tems. The Coefficient of Reproducibility dropped
tc .86 when the entire set of six items was.employed in
thelr original order (as used by Street). .
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APPENDIX A-~3 » *
. -y - SANCTIONS INDEX
' "The: Sanctions Index was. constructed by assigning

scale values to each of the responses to the four 1tems in

Section C of the Staff questionnaire. The least penalizing

most punitive response the lowest value. The values given

to responses on each item ranged from Q- 3 or 1~3. The low~

est score possible was 2 (most punitive) and the maximum

was 12 (least punitive) In order to avoid the loss or

data from items that were not complete, the responses of

‘‘respondents completing two or more items were welghted to

yield the equivalent of a fou?—item score. Respandents who

completed only one*&tem weire excluded from the comparisons

of the index seores.

response was arbitrarily assigned the highest value and the

s Ao e i e 5
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APPENDIX A=l
INMATE INDICES
The three 1nmate 1nd1ces employed in this study are

based on selected items derived from a factor analysis. car-

-

. ried out as part of the research procedures of The Compara-

five Study of Juvenile Cofrectional Institutions: A Research
Regort.l That study included inmates from a rahge of instli-

tutions (according to the custody-treatment cpntinuum). Al-

though Street raises alquestion about the sultabllity of the

ractér analysis technigues emplo; 2d for Ehe measures pro-

vided by the research, thé explorétory burpose, the empir-
ical results and the logical cohérénce of ‘the 1tems‘within
each factor developed support the use of those techniques.

Each of the 1ltems employed had factor loadings of

at least .40 and the clusters of factors accounted for 95%

of the variance in the matrix of correlation coéfficients

. based on 40 items.  (Varimax rotations with a principél axes

procedure ﬁas,uséd.) Since dispersion according to implicit
eriterion Qariabies is the essence of such a procedure, thé
data on dirrerentksfates of an 1nst1tu£ion within a limited
range dn the'criterion measure (és 1s the case in this study)
do not 1ehd themselvés tovthé isolation of separate facfors
and the construction of indices. Rather, the situation pro-
vides a test of the brecision of ‘existing indices. It be-

comes possible to determiné whether the measures are fine

. IR D. Vinter et al., The Lomparative Study of Ju-
venile Correctional Institutions: A Research Report (Ann
Arbor: School of Social Work, University of Michigan, 1961)
Chapter 17 and Appendix H.




226 .
APPENDIX A-4 (Continued)

treatment continuum,'although it 15 glso bpossible that thig

study may suggest dimensions which do adequateiy discrim-
inate within the 1imiteq range. '

The factor loadings for e€ach of the dtems that com-
prise a_singleyindex in this'study are provided below. Each

Index was identified as a single factor in the factor anai-

¥sis alluded to abpve; All the 1items were welghted equally

and a score of 1 wés assigned-to the category of reséonse

cbnsistent with thé factor loadings, The Seores were summed

to produce the index score.

FACTOR LOADINGS

: Positive
. Coop~ . Inmate Perspec-~
Questionnaire era- Soli- tive of
Item Number . Varisble - . §re- dar-  Institu-
s . Views. ity tion and
. Stafr
21. - Should tell staff of plans to :
. beat up adulg: ’ . -.691
20. - Tell about plan to rough up
& boy ) -.666
23. Tell about a2 boy's plan to run -.595
22. Tell about stealing from the
kitchen i . ~-. 460
9. - How many boys you hang around
with - s R ~-.584
10. How many close friends -.553
1l. - How many boys here you want . :
to see again ' -.400
24, " Is this a place that helps : +593
5. _Rather be here or in other . .
institution o 534
3. Summary--a good place or .
co g, bad place - . »531
27. - Adults here don't care about us ~.507
le. Adults here are pretty fair . JUTY
13. Think adults here can help 413

lua. How much has stay helped o .409

et
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A-5
TRANSCHIPTION AND CODING RELIABILITY

Both transcription Operations and coding were anai-
yzedrto ascertain the reliability of the operations, "Inde-
Pendent, duplicate operations were performed 6n a lSZ.ran-
dom sample bf the data to provide measures of relidbility
in fhe 1965 survey. a 9% sample was used for the 1959 and
1960 data, . The percentages below refer to the extent of
agreement between the two independent opefaticns. Trans:
cription reliability 1in the 1965 survey was 99.7%. Inter-
coder reliability was 98.75% in the 1959 and 1960 surveys
and 98.36% in the 1965 study.

The extensive use of fixed alternative items con-
tributed to(the high reliability. a comparison of coding
reliability for staff and 1nhate dafa in the 1965 study sup-
ports that notion.- The reliabi;ity was higher for inmate
data, 98.8%, than it was. for staff data, 96.6% and the in-
mate queStionmaire Was‘more highly structube& than the

staff qQuestionnaire.

i p b
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B «~1
SCHEDULE: INMATE FILES
Question- Place of {Social
naire Age §§§321 I.Q. | Race |Residence Class
Number = (a) (b)

- BOYS' FILE DATA CODE

(a) Place of Residence

County--numbered 1-55 plus pre-fix

4 for urban

and 2 for'ruphl, see alphabetical 1ist.

"(b) Social Class--according to bccupation--
and/or Bureau of Labor Statistics.

- 1=-Professional, managerial, sales
2--Skilled labor
3--Farmers
f--Semi-skilled labor
5--Unskilled lsblr
6--No one in the labor force

Census Bureau -

N

S
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Family Most Length
Compo- | Serious ng??gﬂs Length Num?er of
sition |Offense of Stay 0

(¢) () Stay

Stay
Offenses (e)

' (c) Family Compbsition

(@) Most

0-=Intact

l1~-~Whole family--with manifest problems

2--Broken family--Mother head of household

3-~Broken family--Fathér head of household

j~-Broken family--Other relative head of house-
hold

5--Broken family--Foster home

6~~Broken family-~Other institutional residence

Serious Offense

1--Assaultive, inc. armed robbery, rape, murder
2--Breaking and entering

3--Theft, including larceny

B-—-Auto theft

_ 5--Sexual, incl. exposure, homo, stat. rape

6--Parole violation

7-=Incorrigibility

8--Truancy

g--Not assertainable

0--Dependent and neglected, social or psychological
maladjustment, misc.-~incl. arson, vandalism,

« . forgery.

' Referral Source
Religlon

Race

No. Offenses

{e) Current Stay-—to 3/20/65

e st v s < X 3
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B -2
SCHEDULE: STAFF FILES
Position
Party Name Number and Sex | Age
Affil, Number

Educa-} Martizl | Beginning Terminal
tion Status Date . Houslng Salary Date
Person Roster Questionnaire
Re?$°n Replaced Number Number

P ORC DRSPS A e
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c-1

BOYSVILLE:
SOMETOWN, U.S.A,

TO ALL EMPLOYEE

Most of you have met Mr, Victor Schneider, who has
been visiting the Industrial School to learn abou; how
Industrial Schools are operated and about the problems
of running an Industrial School.

’ He has expreséed his appteciation for all of the |,
help and consideratioﬁ that he has received :and he has
asked me to convey his appreciation to you.

4 On the basis of his informal talks ;ith many of you,
Mr,VSchneider has prepared a questionnaire, wﬁich will
be distributed in the near fﬁture; )

‘ Arrangements will be madé to prevent identifyiﬁg
any'individual's answers.

1 ask that you continue }our fine cooperation and
céﬁpiete and fetu;n the questionnaires, accofdiné to his
directions, at the earliest possible time,

Thank you, : .

Superintendent

ik e 25wt
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A Study of An Industrial School for Boys

We need your cooperation to get at some important
information., You can help us in a study we are making of
the way in which an institution that works with boys
operates, We wish to know about some of your activities,
how you feel about your job (what some of the problems
are), and your opinions about boys and delinquency.

This study 1s related to an earlier study which
included this institution, The earlier study was done
four or five years ago and some of you may remember -
filling out a questionnaire at that time, This time we
should like to obtain some additional information, as well
as to find out changes that may have developed, Some of
the questions are new, and some were used in the earlier
study., Please answer gll questions, Your answers will
be completely confidential apd anonymous, so feel free
to answver the questions frankly. It is important that
we know just how the employees here feel about these
various things, Please don't discuss the guestionnaire
with anyone who has not finished filling out theirs, We
want only your perseopal reactions and opinions.

We think you will enjoy filling out this guestion-
naire and thinking about the questions. : In most cases
you have only to put a check mark over the short line
“that fits your answer best. Any comments, ldeas, or

qualifications on your answers will be appreciated; just
write them in, :

Thank 3 ou for your cooperation in our study. Your

assistance w111 be of benefit to many agencxes worklng
with youth,

Name

When you have finished the questionnalre, rlp off this
page with your name on it. Put this sheet in the box in .
the administration building, put the completed question-
naire in the large envelope, which is provided, and drop
the envelobe in any mail box. iIn this way we will know

that you have completed a questlonnalre, ‘but will not
know which one,

s 500 B S
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A, ldeas sbout juvenile delinquents

Thinking ‘about delinquents in general«-=~that is, boys
who get into trouble and come to the attention of
the authorities~wwe should like to know how you feel
about the following Statements,  There are no right
or wrong answers, All we want to know is what you
feel about the statement, If you "strongly agree,
check the line below Strongly Agrec, If you Yagree, "
checK the line below Agree, and so forth,

1. We can try, but it is difficult to understand
the peculiar behavior of delinquents,

Strongly Agree Unsure Disagiee Strongly
Agree Disagree

=

1 _ 2 '3 4 5

2. Understanding may be important in helping
delinquents, but what ie really needed is ;
strictness and firmness,

Strongly Agree Unsure Disagree Strongly
Agree ‘ Disagree

i 2 3 4 -5

—————

3. Delinquents have to be punished, if they're going
to learn correct behavior,

Strongly Agree Unsure Disagree Strongly
Agree _ Disggree

1 2 3, 4 5

—————

4, Sympathetic understanding is the key to helping
delinquents, )

Strongly  Agree - Unsure Disagree  Stronzly
Agree Disagree

2 34 5.

5. Society is going to have to. be much tougher than
it has been, if it is going to cut down on
delinquency.' S,

v Strongly Agree’ “"Unsure  Disasree Strongly
Agree , o : Disagree

1 2. 3 bl 5

5 i ow £
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7.
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One of the things a2 delinguent heeds is a _
chance to express hisg feelings without being -
punlshed, .

Strongiy - Agree Unsure Disagree Strongly
Agree isagree

1 3

S —————— 4‘—_—

—_— 2 . S
The trouble with delinquents is that they
haven't learned to treat adults with respect

and obedience,

Strongly Agree Unsure Disagree Stroagly

reg -Disagree
S 2 3 b .. S

B. ' About fhe boys ’

Sometines boys get together in informal groups in
the institution, Some of these &roups have a-baqd
influence on the boys and make your job harder
Some groups may nat he bad, end berhaps are a

good influen¢e on the boys making your job easier,

while some may not affect your job at all,

How do Jou feel about these groups at the
institution? , .
1 All are bag
} 2 Most are bad
3 More are bad than are good
: 4 They don't have any. affect on
my job at alll
5 Hore are good than are bag
6 Most ere good
7 All are good

Regardless of what anyone says, the best wey for .
a boy to get along here is to: (check one)

1 . Stay out of the way of adults, but get
“away with what he can, ‘

2 Don't break any rules and keep out of

trouble,
3 Show that he is really sorry for what he'diq,
b

Try to get an understanding of -himself,

e e
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Below is a group of storles ahout things thet
happen at institutions for boys, . After each story
check the one statement whieh 1s clesest to what
you would do, 'if the situation came up here at
BoysvilIe,
L
1, ' A boy truents and is gone for = fay, The
" police bring him back, He hes broken a
couple of windows to get into & gereage, but
he had not stolea anything, The boy has run
awey once before, He has made a fairly good
2djustment to the institution, aside from his
¥rumning. "

Yry to find out vhy he ran, talk with

bim about his behavior and put him kack

into the progran. :

Talk to him sbout it; pur him h2ck into
“the program, but have everyene iteep an
eye on him,

4sk him why he ran, then put him on the
bench until you are fzirly sure that he
has legrned his lesson,

2. & boy sterts fo cowplain ahout how he ic being
trested here, Ke gets mzd and sweasrs at vou.
He hzs done this before znd you have spoken
to hi= gbout ir,

Pzédle him

Fut him on the bench; penzlize him, since
swearinz cazn't be 2llowed, :

‘oo Tell him that if he keeps it up, he'll
heve to dp exitra work.

Lisren to &im; rxy to calzn him down once
more, and tzlk with nim about ir.
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A boy is talking too loudly while pLaving & peme.
Several times before ¥ou ‘heve spolen to him About
his loud talking, Usually he quicts doyn for
evhlle but then starts talking too loudly epain,

Paddle hin the next time he talke too loud,

' Talking loud rends to ‘,exci,te the ether boye
50 bench him or report him-~zo he'll Lo
penalized,

Bawl him out; beezuze loidnessz centt be

permitted,

¥ingd out how the other boys feel shong Les,

2L It doesn’r bother they too wack, fall

to Him 2bout it but don!t nma%e gn Legus oug

of it, - . :
Tou have asked 2 oy ro nelp apothor Yoy ¢leen z
Toon. Ze szys he foenn't went tp, Yom heve
gotten ziong well with Hin in the pzet,

_ Ozder TdAm to do it; othervize Befl1l e

penalizef,
‘ A=k Bim o dp IF for you, Af be wenvs o
Eesp your frienisiio, i

Rezson with D explaisn oy Te should A i,

X AR P A Wi e

£

Fg
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D, Institutional Purvops

Tifferent instdtutions for delingu hz:w. ALfferent
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-

E, In each of the following sets of items check the gne
Ltem which comes closest to describing what you thirni
the Superintendent expects from the employees here,
Read all of the choices in a set before you check one,

Set 1, He expects personnel:

Set 2,

1

2.

3.

4,

P e

to have close relationships with
the boys, £o that we can get to
understand the boys.

to be close to the boys, but not so
close that our status and authority
3%11 be questioned, -
to keep distent from the boys;
otherwvise we i1l lose our objectivity
and ‘not be able to maintain our
authority, ~

He doesn't care what kind of
relationship we have,

He expects personnel:

1,

to maintain order at all times;
otherwise the boys will get out of
control, .

to let the boys have freedom to ex-
orecs themselves; but we have to keep
a close watch over it,

to let the boys set their own limits,
except 1f it gets dangerous; otherwise
the boys won'!t learn tg.control
themselves, ' i,

He's not concerned about whether the
staff lets boys have freedom to
express themselves or not,

S

o B b e

Rt M s v W b iy R
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IHLS PAGE FOR COTTAGE PARLNTS Al COTTAGE COMIAING ONLY,
QTHERS SKIV 1O THE JNiAT PRGs e LI URY

“Set 3, He expects the cottoge parents op eottage
commanders: :

1. to give the boys who help Legp
control speclal Privilepes,

-2, to trest all the boye slike, 4n orisp
to be fair,

A DT 0 e i

- necds,,

3. to freat egeh boy secording o his

Set 4.  He expects the eottege perents or cottess $
CowormeEnders s e .

1. . to %eep 211 of Hhe boys £n shehy
: - when they zre with the boyes e By

. shonldaft be 2llover o 2o fnks g
R Toom 2lone vgless be g pn Dueline
. ex Bomoz Boy, , ‘

5 S 2z, - B2 2llow =ny Boy o be siske ;
i . Toom If he feels thet the Boy e

- z. o 2liow 2 By 1o g0 duvs g BETErELE
’ S Toom 3£ she Doy wants gog 4n mosy
sltvetions the Sove Ot E BEve £ e
watrked thet closely, : '

: e & Zt dornntE matter w0 4t SEPsE it s

1 SO : mfﬁﬁ%;@%ﬁﬁ%cﬁ%@gf%

o ‘ , S ¥ L , TEmieeE regulete EHE SoVemt of foor ]

’ oy LT £ TR I S - sy

SBes 5, Eemfm,;%ze?mma@raw
2. o meet the toreots e ey Vathe

=tz Irssitorion, S whe PREEETE weny

(S memt Sie,

&

D 2EES et e TEEL ravents

el g e SR
3E =r 210 aomriile,

=2 2Tterst £0 vz She per] g BNty

whem ey orme Wisivine

o

N . ; g ’ o, i L
EE o™ wariton s Gl e s

ezt e wmerl oomee B =L ,
< ;
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3. How much hels is the 8ocis] ge cvies Director 4n
7 ,

R 240
Meaning of tasks in théylnét:if:ution

1. Which person at the insrltution do you find to bg
nest helpful in advising vou hoy to vorlk with the
boys? . : .

2. How much help is the chaplein in advising hoy to
work with the boys? :

- & lot nf help in advining ug,
Somz hels in adviging ug,
~—— Httls help in 2dviging us,

r

+

24vising hoy to work with boyz
‘ & Iot of help in edvisiag vs,
: Egre helo in 2avising us,
Little azlp in a2%vizing ug,
%, Bow mmich dnflusencs <oes ezch of the Lollowing
| BTOIS Bave Ain gekio, ~ecteions about fuee Foe

e & , Coaman:
2o¥s showlsd be bznfios? - {Chock only oae BpRce
for ek ETors, §

Conshferanle 4 Crost

Inf lenes ezl of
o Ieflnenes

SR . o
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3. Staff have different tesks ot any Lnstitution and
some tasks ure more important in the operation of

‘the institution

than others., VWe would like your

-oplnion ebout the relastive importance of the tusks

which have been

Palred below, Would you plecse

check the task in cach Palr which in your opinlon

is the more importsnt of the two?

(Check only onae

for each pair listed, but do not overlock any pcix)

Social Service Director

Pfrincipel and Teachers
Cottaze Parents zad
Commender

Farm & other Horlk
Supervisors

Cheplzin
Ass"t Superintendent

Sociz¥ Service Director

Cottzge Parents snd
Commznder
Chzplzin

Socizl Service Tirector

Term &’other'ﬂbrz

Supervisors

Frincipzl and Teszchers

Frincipal end Tezchers

2587 Spoerfateadent

Fzrmm & orber Work
o Spervisors

or Principal end Teachers i

or Cottage Farents zngd

. Commander
or Farm & other Work ,
Supervisors
or Chanlain :
or Aszistant Superinten~
dent
or Social Service Virector
or Cottige FPsrents and
Commander
or Cazplzin
or Bociel Serviee Lireetor
or Fera & other Work s
Supervisors ‘ ~

. OF Principzl znd Teacters —

o Creplein '

on AEstt Superintendent

or Cottzge Perents znd

P
Commenter : , .
P

, or Asslr Superintendens
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 bovs g only one cohsiceration of
running ,Boysville. Each bosition hgs its own
Job to considey and al

lease but one check op

> 7 Rg ‘thé amount
a8t you Leliove the

'Ln'iividu.'l].
0T group has,)

: ; 1 o2 3 4 5
4 o' A Great 4 Lot - Some Littie Very
’ Deal of of Say Say Say Little
& . Say i : . - Say s
'Co?maissioner of ! »
Blie Inst:J.t:utJ.ons — T e———
Sun erintendent — T —
. Assistant ' ) k .
; Superlntendent —— —— —— el —~———
'l Social Director —— ——— — e
, Chaplaip C———— T —— —
Schoo1 Principal — e —
X 4 Farm Mansger anq o J

Work Sup ervisors-

— T — —— ———
7.  How about others--outs:.de the Institution are
there any such persong whose vigeg have. 5 be
consideregd 10 running Boysville? : ‘

— Yes

If you belicve thera
ins titution Who "have

; t necessary, rather theip
DOsition or wur thei i re considered, ) ,

A e 1 e i

- s O




e et

2h3
Ify wer Ppointe A .0omni tteq to advige
th Sugery ent o tie School, bich o
fol1 atemans out £f Bgementg

, , ; ? a s rra
Would yoy approve7 - (Check °aly one)

Cottege Larents d Commanders sho uld have

. special Iy o alned ¢ a Persop © gharea
with o hem the ,sponsibilit:y for Tunning
he Cottages, '

Cottage Terents gn4 Comnangerg shou Jd have
a8 specially traineq Persgn to worP Oore
closely with then and adyy . 8e then

Present arrangerw;its and a.:sigtments are
. fine apy shoulqg not pe chanpeg

Thara are g eady too any s Dle inter
fering With the ge Pare and Cooy
Zl&zd&?:s; €Y woulqg betterp Job ir

4 a !
they didnte have to work so closely witn
O nany dlfferent peopl

If you Were 4 Menaber of a 'zrn:.tt:c_e to adviga
the S:xperintendent about boys Contaceg with
the locay Commy, ty, whieh & olIof»dn*
Statemenpg Hould yn apgrove? (c ’1 only one)

The boys herg should have ore Contaes
and actJ.V:Lty 1 the Onmzunit:y .

: ~—— Presene Comraung ¢, fontacts apg activiyg,

are enough

S The boys ¢ haye less Sontact ang
- { O viey the ,cc””mmity. :

PR S j

z;\:,‘;vm:;mk%gh;sw

T BBy *&w:&mﬁg

e B o

B, s
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'Pr‘incipal or

; ch. Dirscter

Al S
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L]

19, In most organizations or institutions on occasion
there are differences in view op disagreemeénts
which lead to! tension, Regardless of whether
you yourself feel any tension—-overall--would ¥ou

(disagreement or irritation) between the follow=
ing pairs of groups or departiments? (Please
check one line for each pair listed,)

1 2 T 4 5
A Great Considereble Some Very No

Deal of Tension' Tension ' Iitrle Tension
Tension ) ‘ Tension: At All

Teachers ang C L
Cottage

Parents or SRS

Conmanders

Prir),cipal or ) : “ .
¥i Teachers ang '

nistrative
Staff (Cheplain
Asgtt Supt,

Farm Manager : ‘ R R s
or Work Superw i : ) : )

Visors and Cot.
tage Parents or
Commanders

Cottage: Par-
ts or

Commanders and * =

Mministrative

Staff

4 farm Menager
10r Work Super-

Tmanders and
Jther -Stars

e



. RENE-1 1
1 7. 3 4 5

A Great Considsrable Some . Very No
X Deel of Tension Tension Little Tenslon
g Tension : Tension At All
Institution
Staff end

Staff from >
the Office

of the - )
Commissioner . S
of Public ’
Institutions

11. Regardless of how much teasion you. yourself feel,

. if yoU indicated in the lest Ltem that there is
tension betyieen some of the groups or depart~
ments mentioned - we would like to zet some idea
of the reason for it or .the circumstance< which
lead up to it,

Bere 15 a list of ideas 2bout what mlgh’t lead to
tension or disagreement between groups.

‘1.' _How twuch the boysshoﬁld be disciplined.
2. How much the boys should bez encouraged,

3. Fow closely the boys should be watched,

4. Howv closely to work with the boys.

5.  How much information one group should pro-
vide the other asbout the boys,

6. Bow much one group interferes with the
other group's plens for ‘the boys, or thelr
program with the boys.

7. Bow closely the rules should be enforced.

. -8, How much responsibility the other group
takes for carrying out their own job.
9.  How one group exercises aitmnty or

bosses. the other,
16. How much help one group should pzov:.de for
... the other.

Kow for eacb pair of jobs listed on the following
pages, write in the numbers of ‘the ideag 1In the
Iist eboveé which lead to tensions between the
pairs. You may list as many or as few mumbers

2s you wish, . If the reaspn for tension is not
on the list above, write Lt in the blank space
provided, 1f there 1s ng tension at ail between
some of ‘the palrs, circle the word pug aft:'q:

th«. blznk s;_:aces. . .
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4,  Whap are the conditiong which lead ¢y i:anaion
between the Principal OF Teachers ¢nd ,Cot:r:aga
erentg or Commanders?

Othay (Wripe in)

ke

Rad SR Hone

he condiziong leading, to tendiong
betveen rincipa Or Tedohary
: Strative Staff (sy ¢y Apglg, Supe, ,
Cheplain, Sorial g ice Tectoy
usineggs Kanager?)

—— ~ T — e . Hone
Other (Hrite,in) Sl

Hhat are the Condirion, Izading ¢, tension
betyeen Farm “Elsger o Mory Supervizorz ang
trage V‘Parents' OF Commandergy

RELon
it tve




12,

13,-

&

SRS R
y

C 24y
- What apg the conditions ¢

tensionsg betwe

hat contrip
en Employee
Superintendent? ‘

Ute tg
sh&eaMime

\NN;_”“-*N*.MMNOHG
- Other (Wpig, in)

What cdnditions lead ¢, tensiop
the Institution,Staff and Starg
Office of the

5 between
State Commissi
Tnstitutioms? :

from the
oner of Public

Other (Weire 13 —

Fron time . ¢o time changeg inm ¥ ptactices,
and Procedyrag are introduced ) € adminig.
tration (superintendent, tant Buperinten.
dent), 1n generalfgg]xgg think thege chan

lead 1o better Vays of dp 25

: Ihey~are~gzwazs an improvement.

Z‘A-n- ﬁﬁiE‘Qf ;ﬂé»ﬁimﬁ th
R Souetines they

4 They nqvg;_imyrov
5';___,‘Iicae'exjgdge,

ey ere an‘improvement.

e an improvement..

(=3 tlz:[ngs .

Ty to
ne, evenfthbugﬁ'really'huzting
& boy should ng

erated,

Tore restricrey
freedon 20d Loy

Ty end pop Deople 1n tae SomTunity 1o
. suggq;gitﬁeﬁprngzeawand,pruceéurez fere,
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, basie Policies
€ eble to use my own ju

and rujes,
dement iy

1 Strongly Agree
2 Agree
3 Uncertain

= Disapraq o
- S Strongly Disagree ‘
Bo you feel thap you have a 300d idea ¢
things are done - the Way they ape herey

I have g k_y_gg

1 Y 2ood ideas eve thing "
- ‘be under‘Stoc;g.'~ ’ i can

§ 1 have &a

&

5

s.h Brerty good ides,

—_— is%aevid:aéggé ddez or why things are done

— the xyay they are, . .

G, How e loyees feey about their Jobs,

¥

Hovt invo
2 earn a 1§ .
2 Slightly 3 re
3 oderately inve}

Ived a¢ alls chiefly a way to
Vi .

LY involveq ; one o
ortang thing n .

£ the most
ngs i life, ) .
2. Bow does Boysviy
, whi

e compare wWith othepy Places ip
to work? : P

1 — Much better thap fiost,
: 2 s Betray than mese. -

-

W piw
0 he
588
(2]
T
g

~——l Somewhat Poorer then most,
T than ost,

o N
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Yes -

) #n8Wereq "mo" ¢, the aboye

B to Nump g 4.4 1 Otherg p
owing questions.

'question,
leage complete
Hoy, Tuch conce:n, tension, or pressure did
You fee} because Of the L ng election?

DR N
vt ‘
F
o
=
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a, Ut things o What
inlbriefly the k

ind of
ek yoy have Cconcernsy here,

b, Indicate which of these thi
consider mpst s

88 above Yyou -

£ by erlinin o 5ot
NOW = why is that < Xplain why you are -
"Concerney Or worried about thap in bertig.
ular? Please write p

< | o .
FOR 411 STAFF

H, Fersonaj Data In these Questions ye would Iile to
: ‘ know 4 littie about Your background.
y : We are not interested in vour
. Particular answers hyp only in the
8enera] Pattern for 211 Personnel
at the institution. Please answver
all Questionsg, ,
‘1. How 0ld are You?.
: 1 . Less ‘than 25 6 45 o 49
2 25 < 29 7 50 « 54
.3 30 ~ 34 ! — 55 . %9
4 3% < .39 9 60 .
-5 - 40 < 4z 1o 65 and over
» What ;s your~sex?i 1o Male; 2 . female
'3, What ig your Marital stappug:
' 1. Single ' 4 Widowea
g g?r:ied. . Separateg
S 3 , Vorced ' : ,
Is yog are Merried, ‘does your wife (or husbang)
Work here? o N .
. 1 —~— Ygs 2 No
If yes,

‘din what positioh:




4. . How long

to thékjob you
prison, child:en'
mental,hospital,
B |

Yes
Where?

ne have You g,
Boysville? :

Jorked,gggtinuous12 at

Boysville bgigre this
ive the dateg of “em

RN ey
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24
Dlovinent fna the

3
s> in a

Social agenqy,

nion or employeea 8roup?
1 Yes _ 2- o
7, ’Education (Please Check the Dtmber of Years of
“Schoo] Completed), T . S
3 or less years 5 completed high
‘ School :
4.6 Years 6 — 1~ 3 Years . gf
: . ) . : collegg
3 7 <09 Years 7 Completed-
. : College
& 10 < 33 Years . 8 Some 8raduate
& : o Study
: 9. completed‘a, .
o : Eraduste Cegree
Eave you tzken any nighr échool O extension
Courses? S I ;
o 1.~ . Yes 2 . No
'}f'So, What Course?

At was youp major'field
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What type of posiczon co you have now &t the
- school?

9,

1 . Administretive {(lain Building)~

Educetional Program (Acodemic)

PN

Educational Program (Vocational)

2
3
4 Farm, Nork, or Detail Supervisor
s

H!

In<t1tutxona1 Servxces (Clothlng,

“Food Preparation,; Power Plant,
Heat, étc.)

Cottoge Program (Pcrents, Commanderw,
Relie Commanders)

7

Other (Plezse write in)

G 10.‘ Have you ever worked for the government before?
, {State, County, Clty, etc.) Please indicate
the level, type of work or department and date.

level type or work or department date
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RESEARCH PROJECT - Boyg: QUESTIORNAIRE

YOUR ANSWERS TO THESE GQUESTIONS WILL BE SEEN ONLY BY THE

RESEARCH TiaM “ROM THE UNIVERSITY, NO ONE AT THZ INDUSe

- TRIAL ScHoor OR ANY OTHER PLACE WILL 'SEE THEM,

1. wWe would lilke your idea sbout these things st the
Industria} Schosl, ' Check ne blank space to show
whether you agree, disagrees Or ‘ére uncertesin,
Plesse ensvwer esnh Statement, :

a8, . There are ndtgenngh things to do during free time,

- 1 Agree -5 Disagree . .3 Unsure
b." Boys should be able to Suggest changes in things.
‘e their work assignment, smoking rules, and
activiries, _ Lo ) .

o 1 Agree 5 Disagree 3 Unsure

€. The adults here ére4pretty fair,

_ 1 Agree : 5’Disagre§ ! 3 Unsure
d. Some boys can 2et away with too much,
— l’Agree- ' 5 Disagree 3 Unsu:e

For some boys who dont¢ have much at home,’ some things
ike the food,‘CIOthing, Sports, ete, ‘may ke better .
here than at home, ' For some boys these things mey be
vorse, " How about you? ‘Are things like these better

‘or‘worse for you hers than they were at home?

1 Very much bettérvhere
: 2 Better here -
3 About the Same
~————
——b Worse here
o - Very much worse Here

=
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o en you St Jeg d thag y 80ing be

sent b » Whap d sioq think b thi s Plaggs
think it 1d pe pl bag




a.

b,.

0N U W N

ot
R~
¥
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Think back to before you came to the Induvtrial
School, - Who were the people that told you about
1t?7 "Who had something to say about how it would
te here, or who gave you ideas about Boysville?
Here 1s. & 1list of people who might have told you
something about it here, Please check the space.

after those who told you something esbout the -
Industrialchhool. )

1. Parents: Motheér Father

Erothers Sisters

OthervRelatives

Neighbors

Schoolmates

Friends -

‘Teacheerrinclpal

Sheriff-Police
'Judge

.Anyone else (write in)

‘Now gg hgg oV g the list abgvg and sirgle any
* that you. think might have .anything to say about

bow this place is rup, or what kind of a place

: the 1ndustr1a1 bchool shgu;d be, -
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STAFF ,
~ PERSONS’ .

Things bovs talk sbout,

Superintendent

Ass't.‘Supt."

"Soclal Service

Cﬂaplain

Principal

Cottage

Perent or

Commancder

Other

Staff Percon

omething that 1 did

yrong here,

- Jroblems I have getting
i tlong with other boys at
the Industrial School,

lbout getting my work
msignment chenged,

out transferring to
‘nother cottage, '

a4

out my release date

1 get along with my
iy, . .

I do things that
me into trouble,

sonal problems that

inted some advice on,

(Write in)
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16.
- think he is mostly a good influence on the other
boys = for example, is he feir with all the boys?
"Does he help other boys stay out of trouble?

259

Do you think some of the adults here can help you
find out why you get into trouble and help you
change?: . P

1 Adults here can help me g lgt.

2 Adults here can help me some. .
‘3 Adults here can help me g little,
4 Adults here can't-help ne at. all,

i_

How much would you say that your stay here has
helped you?

) |

1. A great deal

2 Quite a bilt
3 Some, but not imuch
—b Very little
5 None

If it has helped you, 1is it mostly because. (check

One.)

1 I have learned my’lesson.
it rl have learned something zbout
ys2lf and why 1 get into trouble,

~ What three boys are best &t getting other boys to -

do what they want them to do ~ that is, which three
have the most influence among the boys? Think of
the boys that you know in your cottage, in school
or shop, in the work program, or recreation, ' Please
write in their first and last names.

1 : ' 2
3

Now - take the first boy you named. above.~ Do you

‘OR.

Do you thinlk he is mostly a bad influence on the
other boys =~ for example, does he bully the .others,
shove some of the wezker boys around, or get his

own way whether he is right or not?




0

o

2

&) Think of the first:
. bay you listed,
Is he:t ‘ 1 Always & good influence
) 2 Mostly a good influence
‘3 More of a good than a
bad -inf luence ,
4 More . of a bad than a
good influence
5 Mostly a bad influence
6 Always a bad influence

|

,;

|

)

b) Think of the gecond

boy you listed. : e .

Is he:’ ' Always a good influence
Mostly a good influence
‘More of & good than a
bad influence

SN |
SR
—3
5 4 More of a bad than a
——?
ST

good inf luence
Mostly . a bad influence
Always a bad influerice

¢) Now think of the

fhird boy you .

isted, .1s he: 1 Always a good influence
. e 2 Mostly & good influence

More of a good -than'a

“bad influence

More of a bad than a

good influernce

.5 Mostly a bad influence

6 Always a bad influence

17.  All of us do things at times or act in certain ways
: so that people become angry or disappointed with us,
At otheér times we do things which they like very
much, or they are glad when we act a certain way.
. What sort of things do people Like best about. you?
. (Write in just a couple of things) - !
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18, < Which-one of the adults here has the most to say
"about what happens to _you while you are here?
(Please write in name)

3 19, Which one of the adulté here has the most to say
i : about when you- get out of here? (Please write in
o * the name) . :

70. Suppose some boys took a dislike. to & boy you knev,
and decided to rough him up for no particular.
reason,  -1f. a friend of‘the,boy,learned~about their

plan, what sheuld he do?%  Should he warn an adult?

1 Yes 5o

om

N R T e SR

21, Suppoée?a.grouglof boys are élanning'to get even
with a commander here that no one likes, by beating .
him up. Should.a boy warn some adult here about it?

e

1 Yes .5 No

A —————,

22, Suppose some boys . from your cottage started steals
ing food from the kitchen and eating it themselves.
When the adults found out that food was being: -

stolen they said that until they found out which
boys were taking the food, the whole cottage
would be restricted.: S :

Suppose you knew who was in the group that was

stealing the food, 1f you got the chance to tell

an adult without anyone else knowing, would you

“do so? L i
FOR N L ,
1 Yes ’ 5. No

—

23, Suppose a boy ydﬁ knew fairly well was planning to

_yun tonight, or not' come back from a home visit.

a)  Would you try to talk him out of it?

= No

l’Yes _

b) Do you rhink a boy should ever te}l an adult’
-’here that another boy is planning to run? :

1-Yes 5 0No

| p——————— i —————r——

el

e L 2 s s e . i o ) o . Slis et
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.24, Boys have different ideas about this place,  Whet
is your ldea about it « what do you think about
this place? (checle one) . .

el A place that helps boys in
trouble
3 A place to gend boys. who. °et
~ into trouble
5 A place to punish boys for
somethlng wrong they did

25, Regardless of what the 2dults here say, the best

way to. get along here is to (check onej

1 Stay out of the wey of the adults, but
get away with whet vou can

2 Dontt bresk any rules and keep out of
trouble

3 Show that you zre really sorry for what
you did_

4 Try to get an understanding of yourself

5 Be a ch efle

. 26, How much of the rime do you think most of the boys
A " here reelly stick together, and are loyal to each
5 ) other? . Do they stick together and are thgy'loyal7

1 All of the time

_2 Most of the time

3 Some of the time

4 A little of the time
5 Never

Do you agree or disagree?

kThe-adults here really don't care what hepperis to
us; they!re just doing a job,

1 Strongly agree
2 Agree
s 3 Disagree
Y mimieee B Strongly disagree

et
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28,

~long you have been here this time.) (months)

263 - '

Now think of the leaders among the boys here « the

boys that the other boys will listen to or obey.
It doesn't matter whether you thinl: they are good
leatlers or bad. We ere interested in 2ll kinds of
leaders. There are bound to be some toys who have

e influence over other boys, so.-think of them
and answer these questions: .

How many of the leaders here:
a) Are ready to fight other boys at most any time?
» 1 All or most. leaders ’
3. About half the leaders
» S Few or no leaders

b) Keep other boys from getting into troublel
1 All or most leaders
3 About half the leaders

5 Few or no leaders

¢) Are able to help with persenal problems other
boys havel. . :

1 All or most leaders
3 About half the leaders
5 Few or no leaders

d) “Go around looking‘for fights?
1 All or most leaders:
3. About half the leaders
S Few or no leaders

How many times have you been here before _
(1f pone, please write in 0) PR

How long have you been in the cottagé you live in
now? (months L

How long have you been at the Industrial School?
(If you have been here before, write in just how

How many timesfhave vou run from the Industrial -
School? (Write in 0, if none, ) .




i
i
s
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t
‘
]
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i
i

33.
34,

35,
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Are you goihg to school here? 1 Yes . 5 K

1f you anéwéred yes above, what4grade are youin? __

1f you answered no sbove, whet work program or job
assignment do you have? .

If you are going to school, are you in the .Vpca-
tional (Shop) Program? 1 Yes 5 No

{féyou are in the shop prdgram, which one are you
n o ‘ , ‘

How old are you? “(Last birthday)

.
A
; |
Y . ,‘
B : N v‘
e |
e —————
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e
TEXT: FOLLOW-UP LETTER
STAFF SURVEY

A number of weeks have passed since you received
the research questionnaire (and I do appreciate how
tusy you must be), I write to emphasize that every
completed questionnaire is important to the study.
Therefore, I ask you, personally, to lend your support
to the study by completing the questiomnaire at the -
earliest possible date. (thhln the next week, if you
are able to).

‘Let me reassure you that your enswers will be
completely anonymous and that the guestionnaires,
themselves, are ‘carefully protectéd. - So, please feel
free to answer all the questions frankly.

Although you may wonder about your own knowledge
in some parts of the inquiry, 1 assure you that each
person's views are respected ancd desired., It is only
through learning the full range of opinions on! ‘all of

the questions and the ideas of g1l personnel at the

Industrial School that we shall be zble.to add to our
understanding of the operation of such institutions.
With your help, this study will benefit other insti-

"tutions that work with youth

Again, thank you very much for your cooperation.‘
If you have already mailed your.guestionnaire under-
stand that this letter and your questionnaire have
crossed in the mail and please accept my regrets for-
having bothered vou, Lf you, have mlsalaced your
guestionnaire, another copy is available from Mrs,

Brickfield.

Sinceérely yours,

Victor L. Schneider



protected.

€ -5
TEXT: FOLLOW-UP POSTCARD
STAFF SURVEY

Dear : : i
Perhaps your questionhaire and this card have
crossed in the mail? If so, please accept my apol-

ogy for.bothering you again. . If not, won't you,
please, complete and return the questionnaire right-

away. A . ,
Almost all staff have returned their question-=

nalires and the few that are missing are: véry impor-

tant, so we will have a full range of ideas and

. opinions. If you have misplaced the guestionnaire,’
. -another copy 1s available from Mrs. Brickfigld.
“Again let me assure you that ‘your answers will be

anonymous and that the questionnéires are carefully

Sincerely,

/s/ Victor L. Schneider
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